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ABSTRACT 
 
Globalisation of businesses and the advancement of information technology have 
changed the way employees think, live and behave.  As a result, some of the 
traditional theories and models on talent management have been tested, and to 
some extent, challenged.  Companies large and small must be creative, 
responsive and ready to let go outdated management practices when challenged 
by new paradigms to improve competitiveness and alignment to market needs. 
 
In the current climate of widespread skill shortages and declining workforce 
numbers, large organisations continue to wrestle with appropriate management 
practices that could truly protect their most valuable asset – its people.  This 
research was aimed at providing an insight into what makes a good attraction and 
retention strategy for large organisations in South Africa.  It further examined the 
principles which underpin an effective employee value proposition that would 
capture comprehensively the expectations, personal needs and career goals of the 
new generation employees especially in a developing economy. 
  
Quantitative data focusing on students‘ expectations on their future employer of 
choice was collected via a national survey distributed at 23 tertiary institutions in 
South Africa during career fairs.  Qualitative data was collected through focus 
group discussions with a sample of SARS graduate employees.  Triangulation of 
results was possible and the analysis of data provided scientific evidence for 
meaningful conclusions and recommendations. 
 
The findings of this research enabled the development of a structured argument in 
terms of what organisations need to start, stop and continue doing to improve the 
talent management practices for attracting, developing and retaining highly 
talented people.  The research further enabled the identification of key 
components that are essential for building an attractive and practical EVP for large 
organizations that focus on enhancing the value of their talent in the 21st century. 
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GLOSSARY 
Acronyms Description 
CA(SA) Chartered Accountant (South Africa) 
CTA 
Certificate in Tax and Auditing - Students who strive to become a 
chartered accountant must complete CTA or Honours before he or 
she is allowed to write SAICA board exams. 
CV Curriculum Vitae 
EBP Employer Brand Proposition 
EE Employee Engagement 
EVP Employee Value Proposition 
GRP Graduate Recruitment Programme 
HESA Higher Education South Africa 
HR Human Resource 
HRM Human Resource Management 
JSE Johannesburg Stock Exchange 
NGP National Growth Plan 
NGT Nominal Group Technique 
NPHE National Plan for Higher Education 
Parastatal 
Organisation having some political authority and serving the State 
indirectly 
QE Qualifying examination 
SARS South African Revenue Service 
SAGRA South African Graduate Recruiters Association 
SWOT Analysis Strength, Weakness, Opportunity and Threat Analysis 
CHAPTER 1 
INTRODUCTION 
 
‘It is not the strongest of the species that survive or the most intelligent, 
but the one most responsive to change.’ 
 
           -  Charles Darwin 
 
1.1     The source of inspiration  
The inspiration of this research came from the people of South Africa who have 
an ongoing battle against social injustice, unemployment, poverty and crime.  It 
has been seen time and time again in human history that these negative social 
and developmental features of society are the major stumbling blocks which 
hinder a country‘s economic and social development.   Although this is an 
academic study on human resource management focusing on talent attraction 
and retention strategies for large organisations, it is nevertheless related to the 
abovementioned societal development challenges especially with regards to 
unemployment.  In addition, the study is being pursued because of its relative 
absence within the field of development studies.  By measuring up with other 
researches within the development studies space, since 1994, very few 
academic studies were carried out by postgraduate students at master‘s and 
doctoral level to describe and capture the dynamics that the new democracy has 
brought to and impacted on human capital development in South Africa.   
Tangible resources such as capital, mineral wealth and infrastructure were the 
match winners of business in the past.  As these resources are limitable, they 
tend to provide only a short-term competitive advantage.  In today‘s environment, 
increasingly, organisations are looking to their most significant component of 
intangible assets, their employees for a sustainable competitive advantage 
(Branham; 2000).  As the world transforms into a knowledge based economy, the 
‗human element‘ becomes the new ‗deal breaker‘.  Everyone seems to 
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understand the new philosophy but very few mastered the art of human resource 
management.  The fact of the matter is organisations have never had a more 
confusing and contradictory time in attracting, nurturing and retaining talent, 
according to Leonardi (2008); as a result, wasting and losing talent is common 
outcome of a poorly managed or motivated workforce.  Friedman & Myers (2005) 
shared the same concern as they described the changes in today‘s work 
environment, it is now possible for more people than ever to collaborate and 
compete in real time with more other people on more different kinds of work from 
more different corners of the planet and on a more equal footing than at any 
previous time in the history of the world – using computers, e-mails, networks, 
teleconferencing and dynamic new software – migration of knowledge employees 
is becoming a new trend.   
Clearly, advancement of technology has created the ‗global village‘ concept 
where employees are no longer bound to a desk or a physical location.  Most 
people would agree that in today‘s world, a significant percentage of employees 
can work from home or anyway in the world for that matter as long as they are 
connected to the Internet system.  And this percentage is on the rise as 
technology continues to break new boundaries and create endless possibilities.  
This phenomenon poses a number of challenges for the 21st century employer.  
Together with a more regulated labour environment in South Africa in particular, it 
has caused a huge challenge for employers to keep their knowledge workers 
‗loyal‘ and ‗content‘ (Amar, 2002).  In other words, traditional talent management 
practices focusing on financial rewards and benefits may not be the best strategy 
going forward.  Employees may regard other ‗values‖ such as job satisfaction 
more than money in the bank (Analoui, 2007).  This is especially true for Gen X 
and Gen Y employees who are brought up very differently compared to their 
parents.  The key questions that need to be answered are:  What do employees 
really want from their employers?  What other intangible benefits can employers 
offer to their employees to create the new-age ‗loyalty‘?  
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In an attempt to address some of the HR challenges facing employers, Harris 
(20008) in a newspaper article reported on a survey conducted by ‗Avusa‘ in 
2008.  She reported that 55% of South African participants said that they would 
change jobs for a more lucrative ‗financial package‘.  In addition, she reported 
that eight in ten South Africans are considering moving to a new job with 32% of 
them looking to move in the next 6 months.  The concluding remarks suggested 
that approximately 70% of the readers of the Sunday Times are actively looking 
for a new job.   However, this article was not academically justified and the clams 
therefore need to be verified through an academic study.   
 
It is against this line of thinking that this research project is structured. Topics 
relating to 21st century talent management strategies, organisational culture 
change, new human resource dynamics, effects of globalisation, networking tools, 
work-life balance philosophy, generational difference clarification, new employee 
value proposition will be covered in the literature review.  Lastly, it is worth 
dwelling on the thought that in this new era, it is very important for organisations 
to have clearly stated mission statements; however it will be more critical for an 
organisation to have an effective employee value proposition (EVP) that speaks 
to the right audience.  It is no longer a destination that one can arrive at, but quite 
clearly, achieving and maintaining a sustainable competitive advantage is now a 
learning journey that every sensible employer needs to embark on.   
 
1.2       Background 
 
South Africa is the most developed country on the African continent, although still 
classified as a developing country; it is respected as the ‗big brother‘ and 
represents the ‗benchmark‘ for other neighboring African counties to follow.  As a 
result, it sets the standards socially, politically and economically.  The writer 
believes that on the human capital development front, South Africa too has a very 
strong influence over the neighboring countries.  If South Africa can set a good 
example, it can have a favorable impact on the overall development on the 
African continent. 
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Since the disintegration of the apartheid regime, South Africa has experienced 
significant changes in all aspects of society; however, the need to speed up 
transformation continues to be the top priority for the government.  As this 
remains a macro issue, it will still require government intervention.  How can the 
government help to fast track development and transformation in South African?  
The writer believes that one of the most obvious quick-win solutions is to try and 
keep talent within South African borders.   A country cannot function properly if it 
loses a significant number of its talent to other countries.  If the same principle 
applies, South Africa as a nation needs to work on a ―citizen value proposition‖ 
which describes and promotes the total ―living‖ experience in South Africa that is 
superior to that at other country.  Rome was not built in one day, in order to build 
a ―citizen value proposition‖ as described above, an ―employee value proposition‖ 
needs to be built by all South African companies as a collective because if 
companies are able to offer what talented employees need and want, indirectly, 
the war for talent is half won.   
 
If employment was a voluntary ‗value exchange‘ between the employer and the 
employee, then it would be logical to say that the key to attract and retain talent 
in an organisation is to understand the needs of employees and deliver the 
maximum expected value to them in exchange of their services.  Who would not 
like to be valued and recognized for their efforts and contribution?  It sounds 
simple and looks good on paper, but it is not as easy as it seems.  Horwitz (2007) 
sums it up very nicely where he stated that ‗every company needs an employee 
value proposition that tells their employees why the total work experience at their 
organization is superior to that at other company‘. 
 
According to one of the pioneer HR surveys done by McKinsey a decade ago, it 
was discovered that the success of an organisation is largely dependent on the 
talent within the organisation.  Their findings conclude that talented employees 
holding key positions within an organisation will have a direct impact on the 
performance of that organisation. The study makes further predictions that the 
war for talent will continue into the foreseeable future; ten years have passed, 
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today in 2011, the research findings remain true and valid.  Understandably, 
organisations need to value their employees more and treat them right in order to 
maximize company performance (Axelrod, Handfield-Jones & Welsh, 2001). This 
statement is particularly true for service-oriented companies where their profits 
are dependent of the performance of their consultants and salespeople.  
 
Inevitably, South Africa has to compete with the rest of the world for talent, if 
South Africa cannot retain its own talent, it will be not be able to sustain its social 
and economic development in the country.    Looking at the war for talent on a 
wider angle, competition for top talent does not stop locally in South Africa 
(Amarijt, 2006:25).  Every year, a significant number of South African 
professionals e.g. qualified doctors, nurses, accountants, teachers and alike are 
recruited by international companies to work abroad.  Many of them decide to 
stay and live overseas long after completion of their contract or assignments.  
This again adds pressure on the already fragile human capital market in South 
Africa where a continuous outflow of top talent is inevitable.  The controversial 
question is: Why do people immigrate to other countries?  Does South Africa 
have a plan to attract and retain talent within SA?  How can South Africa attract 
talent from the world to work and live in South Africa?  The goal is always to 
strive to become the ultimate ‗employer of choice‘ in the job market both locally 
and internationally.  This is in essence what this research is all about.  The idea 
is to find out how best can an organisation attract and retain talent in South Africa?  
In other words, if a company should have an ‗employee value proposition‘ or an 
‗employer brand proposition‘ for its existing and potential employees, what would 
it consist of?  The following section will unpack the research objectives in more 
detail. 
 
1.3       Research objectives 
 
There are two main objectives for this research.  Firstly, on a pure academic level, 
the researcher seeks to address the question of how can large organisations 
effectively attract and retain talent in South Africa through building an attractive 
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EVP.  From the background discussion, it is clear that 21st century is filled with 
changes and surprises for employers.  Going with the flow is simply not good 
enough and there is much more than just ‗managing‘ the payroll.  Employees 
have more bargaining power and as their work behaviours change, HR 
practitioners need to be aware of them and ‗adapt‘ in order to succeed.  With 
South Africa celebrating 15 years into democracy, as a developing country, there 
are still many things to ‗catch up‘ and this makes this research a meaningful one 
in the sense that as both ‗observers‘ and ‗experiencers‘ of this new and exciting 
generation, new knowledge and fresh ideas are added to the field of 
development studies and more specifically in the human capital development 
space. 
 
Secondly, on a more business-specific level, the researcher seeks to address a 
particular business challenge facing South African Revenue Service (SARS) 
where he works as a HR professional.  To put things in context, in the past ten 
years, SARS has done a great job year on year collecting revenue and meeting 
targets set by parliament.  In hindsight, one of the major success factors can be 
attributed to booming economic conditions globally.  Generally speaking, when 
economy is doing well, there tends to be a higher rate of tax compliance.    
However, things are not always rosy, in view of the current economic situation 
where many first world countries are hard hit by devastating economic 
contractions and debt crisis, its ripple effects have affected the South African 
economy negatively too.  Not surprisingly, as the economy shrinks into a 
recession since 2009, the level of tax compliance will drop, leaving SARS in a 
challenging situation where it may easily miss the set revenue target.  When it 
happens, government will struggle to fund all the social, economical and 
educational projects to improve the lives of those who are extremely 
disadvantaged.   
 
As mentioned by McKinsey‘s survey in 2001, ‗success of an organisation is 
dependent on the talent within the organisation‘.   SARS can only continue to 
perform and succeed if it continues to maintain its people and manages the talent 
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pipeline strategically and proactively.  Like many other government departments 
in South Africa, the challenge for SARS is its relatively low staff engagement rate. 
Since 2007, the average rate for ‗truly engaged‘ is still averaging at a 
disappointing 30%.  This implies that about 70% of SARS employees are not 
―truly engaged‖.  The researcher seeks to understand the reasons behind these 
unhealthy indicators and where applicable suggest solutions to bring about 
positive change.   
 
The research findings will be documented formally in the form of a dissertation. 
Critical summaries will be presented to the SARS executive committee for 
comments.  This will hopefully increase the awareness of the low staff 
engagement issue at hand and in the long run assists the senior management to 
make relevant improvements on the existing HR strategy going forward; ideally 
speaking, the core process would also involve SARS change management team 
to re-establishment, promote and implement vigorously an attractive employee 
value proposition (EVP) for the benefit of both internal employees and external 
future potentials.  In doing so, the ultimate benefit is that SARS will have a 
healthy and motivated workforce that are able and willing to serve South Africa 
even better, setting the benchmark practice for other parastatals and government 
departments to follow.  In addition, by improving SARS effectiveness through its 
people would reduce the government‘s cost of running the service; at the same 
time increasing revenue stream from taxes and this would enable the 
government to shift resources away from SARS and into areas supporting 
development. 
 
 
 
1.4      Research problems and sub-problems 
 
Having stated the above, this leads to the overall research problem which can be 
summarized as follows: What should large organisations offer in totality (EVP) in 
order to attract and retain talent? 
In order to answer the main research question, the following sub-questions need 
to be answered as well: 
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 What does it mean to be a ‗talent‘ in the 21st century? 
 What is talent management all about?   
 What are the key components that make up talent management value chain? 
 What is the root cause of skills shortage in South Africa? 
 What policies are in place to address employment issues in South Africa? 
 What are the key motivators for employees to stay in a company? 
 What is the ‗breakdown‘ of 21st century workforce in terms of age, gender, 
qualifications, experience, work ethics and etc.? 
 Does age matter?  Do employees behave different because of age? 
 Why is there a high drop-out rate at tertiary institutions?  
 What is the tread in unemployment level in South Africa? 
 Is there a strong correlation between unemployment and illiteracy? 
 When do university students start looking for jobs?  
 How many students are currently studying in the tertiary institutions that are 
majoring in Accounting, Taxation and Auditing? 
 Where are these students currently studying? 
 Who are these students, i.e. race, gender, qualification percentages? 
 What are the qualities that students and graduates look for in an organisation 
when selecting their first employment?  
 What do ―Gen Y‖ and ―Gen X‖ graduates expect from companies, in general, 
when selecting their first employment after graduation? 
 From a case study perspective, does SARS have a problem with attracting 
and retaining talent in the organization? 
 Does SARS have a visible EVP?  What is it? 
 Do SARS employees understand the current EVP concept? 
 Do SARS employees believe in its EVP? 
 Is there a gap between what SARS offers and what is being delivered? 
 What are graduates‘ perceptions of SARS as an employer of choice?   
 Who are SARS‘ natural recruitment competitors? 
 What is SWAT analysis say about SARS and its competitors? 
 How is SARS ranked by students based on their perceptions?  
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 What can SARS do to improve its attractiveness as an employer of choice?   
 What do the literature and benchmark study say about the current trend in 
graduate recruitment and retention? 
 What should SARS start doing to retain top talent in the organisation? 
 What should SARS stop doing to retain top talent in the organisation? 
 What should SARS continue doing to retain top talent in the organisation? 
 How can SARS improve its EVP so that it truly reflects the total benefits and 
rewards that employees should experience at SARS?   
 How to improve SARS‘ employee engagement through establishing and 
promoting an attractive EVP? 
 Examples of general questions which will address the above sub-problems: 
 What can SARS do to bridge the expectation gap in order to remain 
competitive in the human capital market, especially in the graduate 
recruitment space? 
 
1.5 Terminology classifications 
 
This study is in the field of human capital development within the development 
studies framework.  It is therefore necessary to provide a clarification of three 
cornerstone concepts which are being used throughout this report. 
 
1.5.1 Employee value proposition (EVP) 
 
Employee value proposition (EVP) as a concept has many definitions in the 
existing literature, however, a common denominator description talks about it as 
a jargon that describes the characteristics and appeal of working for an 
organisation (Bussin, 2002:56).  To unpack it further, an EVP describes the mix 
of characteristics, benefits, rewards, and ways of working in an organisation.  It is 
the deal struck between an organisation and employee in return for their 
contribution and performance (Milkovich, 2007:97).  This ‗deal‘ characterises an 
employer and differentiates it from its competition.  In addition, it has become 
closely related to the concept of employer branding, in terms of the term EVP 
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being used to define the underlying 'offer' on which an organisation's employer 
brand marketing and management activities are based.  In this context, the EVP 
is often referred to as the Employer Brand Proposition (EBP).  Personal job 
satisfaction is driven by far more than financial factors such as salary and 
benefits.  An organisation's EVP has thus been described as critical to attracting, 
retaining and engaging quality people (Mitchell, 2001). 
 
1.5.2 The knowledge worker in the knowledge economy 
 
Generally speaking, knowledge work requires creativity, flexibility and the ability 
to engage in complex processes within an ambiguous environment, while 
traditional work provides for distinct tasks that can be repeated according to 
specific rules or guidelines (Strong, 2003).  The term knowledge worker was 
originally used by Drucker (1974:45) to describe managers who knew how to 
allocate knowledge to productive uses.  Current definitions define knowledge 
workers as individuals who are highly educated, and who may have been trained 
in one or more professions and combine significant levels of technical skill in 
problem identification and problem solving (Robertson and Swan, 2003).  The 
world has shifted from an industrial economy to a knowledge economy with 
knowledge workers becoming the talent that all companies are searching for.  
According to Depres and Hiltrop (1996), organisations need to come to 
understand and realise that creating cultivating and managing knowledge is one 
of, if not the most critical issue facing them today.  Knowledge-based work is 
different from traditional forms of work.   
 
1.5.3 Human capital  
Human Capital is often broadly defined as the intellectual, physical and 
psychological abilities of the people (Swanepoel, 2000).  It represents the stock 
of competences, knowledge and personality attributes embodied in the ability to 
perform ‗labour‘ so as to produce economic value (Tulgan, 2001).  Many early 
economic theories refer to it simply as ‗workforce‘, one of three factors of 
production.  From a macro perspective, the importance of investing in human 
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capital is critical because it is a determinant of long term economic growth - it is 
widely recognized that human resources constitute the ultimate basis for wealth 
in developed countries (Sutherland, 2004). From a micro perspective, human 
capital management refers to a strategic approach to talent management of an 
organization.  It is about creating and demonstrating the value that talent adds to 
the company (Tulgan, 2001). Human capital is secured through effective 
employment relations when employees bring human capital to their company 
productivity with their experiences and training.  (Sutherland, 2004). 
 
1.6 Chapter outline 
 
 Chapter 1:  General introduction 
This introductory chapter outlines the basic elements of the intended research 
project including the background to the research study, the overall research 
purpose and significance, its value-add to the existing body of knowledge and the 
rational of problem formulation and the problem solving approach.  Furthermore, 
the three fundamental concepts on which this dissertation are built on i.e. EVP, 
knowledge economy and human capital are separately discussed to ensure the 
reader has the same interpretation for subsequent discussions.  The introduction 
is set to be compact and focused and serves as a ‗teaser‘ for the readers.  The 
main theme is focused around the topic of EVP leading the readers to start 
appreciating the fact that compensation is no longer the primary concern for 
many employees, as potential employees seek to join firms whose values are 
aligned with their own.  This means in order to be an employer of choice, it is 
crucial for firms to differentiate themselves from their rivals, and create and 
deliver unique employee value propositions.  These centre on both tangible and 
intangible elements.    
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   Chapter 2:  Literature review 
This chapter provides a comprehensive review of the existing literature covering 
topics from talent management value chain, generational differences, challenges 
facing South Africa, National Growth Plan, unemployment, brain drain 
phenomenon, contemporary development theory and practice, to challenges 
facing South African Revenue Service, employee engagement, performance 
management, related cases studies and research.  The depth of the review will 
give the reader an extensive overview of the topic under discussion.  The main 
attention is directed at linking the human capital management practices with 
contemporary development theories.  This is achieved by examining the 
theoretical framework of human capital management practices in the South Africa 
context and by discussing the theoretical underpinnings of development theory 
and development studies.   
 
 Chapter 3:  Research methodology 
 Methodological issues are dealt with in this chapter.  This chapter presents the 
overall methodology on how the researcher intends to collect meaningful data for 
the study.  It contains detailed discussions on the nature of the methodology 
used, the link with the literature review as well as specific discussions of differing 
research methods and the reason for the chosen approach. It presents the 
blueprint of how the researcher intends to conduct the study to ensure that the 
most valid findings are reached.  The most appropriate procedures to be 
performed are specified, and the reasons for these choices debated.  The 
discussion includes:  the type of research designs, the measuring instruments, 
the sampling procedures, data management and data analysis.  Due to the 
extent of this research, SARS acquired an independent research consultant to 
design and administer the surveys which went out to eleven universities reaching 
19950 participants.  Focus group discussions were conducted by the researcher 
himself with SARS employees who are regarded as high talent or high potential.  
Triangulation was achieved by combining both quantitative and qualitative results. 
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 Chapter 4:  Survey results and discussions 
This chapter sets out the research results based on quantitative data collected 
from survey questionnaires distributed during university career fairs in 2009.  The 
results cover an arrange of critical areas such as the overall rating of employer 
attractiveness value drivers, students‘ perception and expectations of future 
employers, reasons for considering or not considering to work for an employer, 
graduates‘ career goals and salary expectations and it ends with the overall 
rating for the employer of choice ranking for companies competing in the 
commercial environment.  Survey results are sorted systematically according to 
gender and race, where applicable, detailed breakdowns are given in tabular or 
graphical format to enhance presentation and accessibility.  Together with 
chapter five, the focus group discussion analysis, the survey results presented in 
this chapter give critical contribution to triangulation which is condensed into the 
concluding comments in chapter six.  
 
 Chapter 5:  Analysis of focus group discussions 
This chapter focuses on presenting the aggregate ideas that were documented 
during the focus group discussions using the nominal group techniques with 
SARS high talent and high potential employees in 2010.  All the ideas generated 
by the six focus groups are listed in tabular format which show a comprehensive 
long list.  The biggest challenge experienced in this analysis was to remain 
objective and avoid involving personal emotions.   A lot more detailed analysis 
branching off from chapter three are presented here taking the reader through a 
comprehensive breakdown of focus group results interlinking with the theories 
discussed in the literature review.  These summaries and conclusions are 
organized in such way that they connect the dots between the research 
questions and the research objectives.  
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 Chapter 6:  Conclusion and recommendation 
The purpose of this chapter is to bring the reader back to the beginning where 
the research problem was defined, once again, reflecting on what this study 
aimed to achieve, noting the key ‗take-away‘ points from the literature review on 
different themes, theories and case studies, interlinking survey and focus group 
results into meaningful suggestions and finally closing with a few 
recommendations for SARS HR management as well as future studies to follow 
based on the summaries and conclusions set out in chapter five.  They are 
specific to South African Revenue Service operations, however, they may also 
hold true for other parastatals and government departments.  This chapter sums 
up the main research objective for the reader that is to identify the factors of 
employee value proposition to build a credible, strategic and competitive EVP for 
large organizations in South Africa.  This ultimately forms an important source of 
reference for governmental and non-governmental institutions that seek to attract, 
empower and retain their workforce.   
 
1.7 Conclusion 
  
In today‘s world, an array of organizations ranging in all sizes, industries, and 
geographies are facing problems of talent shortage and of employee retention.  
The consequence of this entire situation has lead to an increased demand in 
supply constrained labour markets.  Inevitably, the war for talent continues and 
the competition will only become more intense.  Friedman and Myers (2005) 
echo the importance of the ‗people‘ element in an organisation by saying that 
with more and more companies shifting to a more people-oriented management 
approach, the source of competitive advantage lies significantly in the employer‘s 
ability to attract, develop and retain its people – especially with the new 
generations of young people coming into the job market.   
 
In the current economic conditions where companies are struggling to make ends 
meet, cost saving becomes more relevant and important.  Happy workforce can 
result in better performance, therefore, the best cost saving that any company 
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can have is to improve its employees‘ morale and boost their engagement level 
with the company.  This may be achieved through change management that 
promotes a correctly positioned EVP.  Companies have begun to recognize the 
importance of EVP.  McKinsey and Co. have shown this importance through the 
statement which says that ‗companies must therefore make talent management a 
top priority – create and continuously refine their employee value proposition, and 
source and develop talent systematically.‘  In a highly competitive labour market, 
EVP is becoming a solution to attract and retain talent.   
 
Chapter one is set out in such a way that it draws reader‘s attention to the overall 
background and approach to this research project.  It is not meant to be 
comprehensive but rather to lay the foundation from which the succeeding 
chapters can be built on.  In the next chapter, literature review, the researcher 
examines the current human resource practices in the South African context and 
makes reference to contemporary development theories and relevant case 
studies.  It also touches on the ‗status quo‘ of the education system, brain drain 
and unemployment problems in South Africa.  In addition, through various 
discussions on critical success factors on contemporary business transformations, 
it gives the reader a broad perspective and substance about this empirical 
research empowering the reader to make informed decisions at a later stage in 
the dissertation.  As this project is a case study of SARS, the review also 
elaborates briefly on South African Revenue Service as one of the leading 
parastatals in South Africa serving the country as a corporate citizen indirectly 
addressing some of the abovementioned social and developmental challenges.  
All in all, this comprehensive mixture of literature review will provide insight and 
content which will act as the bridge between the research objectives and the final 
outcome. 
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CHAPTER 2 
LITERATURE REVIEW 
 
‘Books serve to show a man that those original thoughts of his aren't very new 
after all.’                                                                                          
           
                                                                                                   - Abraham Lincoln 
 
 
It goes without saying that literature review is the first phase of an empirical study.  
It is essential that every project begins with a review of the existing literature.  
There are a number of good reasons why a literature review forms an essential 
component of any study.  According to Mouton (2001), the most important reason 
is to review the existing scholarship or available body of knowledge to see how 
other scholars have investigated the research problem if any. This will save time 
and avoid duplication and unnecessary repetition. 
 
Strictly speaking, a thesis is a hypothesis, an unproven statement about 
something.  In the same way, a dissertation is a ‗treatise advancing a new point 
of view resulting from research; usually a requirement for an advanced academic 
degree.‘ (Graziano, 1989:34).  To put things in context, all good academic work 
attempts to find possible answers to unanswered questions, or better answers to 
incompletely answered questions.  This implies that every research is in the 
business of explaining the unexplained.   
 
This research is no different; it follows the classic academic method to search for 
‗knowledge‘ and to add more depth to the scholarship that is already in existence.  
This is by no means a ‗re-inventing the wheel‘ exercise but simply providing a 
unique perspective on the topic taking into account the 21st century employers 
and employees‘ behavioural characteristics and dynamics.  
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It is important to note that there are many models and theories regarding talent 
management in human science studies.  Since early 1990‘s,  there also have 
been many HR surveys conducted by various HR consulting firms both locally 
and internationally regarding talent management and HR practices on employee 
attraction and retention.  However, some of the studies and surveys are rather 
broad and general.  They either describe a system of interrelated functions and 
their respective purposes in the HR value chain, or they focus on strategies on 
how to improve system efficiency.  What is clearly lacking in the existing literature 
and research is a focused approach that would emphasize the ‗fundamentals‘ 
and the ‗behavioral‘ aspects of talent management especially on organizational 
level studies. 
 
This literature review includes five areas of focus:  (a) talent management value 
chain (b) challenges facing South Africa (c) challenges facing SARS (d) 
contemporary development theory and practice (e) lessons learnt from related 
case studies.   Accordingly, each of the abovementioned themes will be analysed 
below to enlighten the reader as to the current literature, its evolution and also to 
show the inter-relatedness of each theme. On closer review of the existing 
literature, it was established that no pertinent study has as yet been made 
regarding building EVP through linking students‘ expectations to employee 
experience. 
 
 
2.1 Talent management value chain  
 
There is no precise definition for the concept ‗talent management‘.  It appears to 
be a collection of typical human resources practices, which implemented 
collectively.  Thus, the literature review is structured around the common themes 
that best describe the term ‗talent management‘.  In addition, this section of 
literature review also seeks to explore the debate amongst academics in terms of 
their divergent views of the term ‗talent‘, the management thereof and specifically 
the retention of talent.   In view of this, the literature review set out below initially 
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defines what constitutes talent management practices in the workplace.  
Thereafter, the application of talent management practices in their generic format 
is set out, followed by the importance of employee retention, i.e. the ‗war for 
talent‘.  Against this back-drop, a variety of talent management practices and how 
they relate to employee retention is discussed as integrated retention strategies.  
The literature review has therefore been divided into various sections with sub-
sections as the term talent management practices are explored through 
academic views and debate.  The literature review begins with a broad overview 
of talent management practices and seeks to narrow down to the specific issues 
surrounding management practices for employee retention. 
 
This notion of companies competing with each other for top talent was first 
recognised by McKinsey consultants in the early 1990s.  Noticeably, the ‗war for 
talent‘ began around that time.  Many years have passed; and yet, Horwitz (2007) 
still argues that the most important corporate resource in the foreseeable future 
will be that of talented staff.  This again coincides with the basic principles of 
economics:  the current reality and prediction for the future is that this resource is, 
and will be, scarce – due to the fact that the demand always outstrips the supply.   
 
Inevitably, from the ‗attraction‘ perspective, the war for talent will continue into the 
foreseeable future.  However, considering the ‗retention‘ perspective, Axelrod et 
al. (2001) suggest that apart from attracting talent to the company, the 
importance of retaining talented employees has become critical; and to some 
degree, it may affect a company‘s success or failure in the long run.  Every 
company needs and wants to be one step ahead of its competitors, in order to be 
successful or profitable.  Hay (2002) argues that the loss of talent within an 
organisation can be disastrous, since the departing employee can take his or her 
acquired skills, and then applies them elsewhere. He further argues that given 
the escalating direct and indirect costs of people leaving, organisations have to 
direct more of their efforts to retaining their talented people.  Hay (2002) 
concludes that an organisation‘s talented staff consists of those ones who are 
crucial to the business during bad times; and as such, definitely need to be 
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retained.  Amongst other things, Glen (2006, p.37) note that retention of key skills 
is a crucial strategic issue, as it has a direct effect on ―organisation costs, 
productivity and business performance‖.  Glen (2007) further highlights the fact 
that the shortage of talent has been recognised by organisations that are 
beginning to regard the retention of talent as a strategic imperative – through the 
allocation of financial resources.  He concludes that the area that is likely to be 
the largest beneficiary of financial investment over the next few years is that of 
employee-retention schemes. 
 
Three key challenges that all large organisations will face: ―A more complex 
economy which will demand more sophisticated talent with global acumen, multi-
cultural fluency, technological literacy, entrepreneurial skills and the ability to 
manage increasingly disaggregated organisations.‖  Chambers et al. (1998, p.47). 
In view of this, it is imperative that organisations proactively work towards the 
attraction and retention of talent – if they are going to remain competitive.  
According Botha (2005), students begin their studies with the hope that a higher 
education qualification would help them find a job. This is a reasonable 
expectation, particularly in the South African context, where labour demand is 
shifting to more highly skilled workers and professionals.  Despite the high 
unemployment rate in the general population, the unemployment rate of people 
with higher education is relatively low.  The Higher Education Statistics Agency 
(2003) conducted a similar research project, and it transpired that 60% of the 
graduates had found employment immediately; a further 28% had found 
employment between a month and six months after qualifying; 6% had done so 
between 7 and 12 months; and 6% took more than a year after obtaining their 
qualifications to find suitable employment. 
 
According to the Department of Education‘s report on the 2008 National Senior 
Certificate results; of the 533 561 students that wrote the exam, 37.25% had 
failed or were required to write a supplementary exam. The national average 
pass rate was 62.5%. Provinces that achieved below the national average were 
the Eastern Cape, Kwazulu-Natal, Limpopo and Mpumalanga. Accounting, 
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agricultural science, mathematics and physical science were the lowest-scoring 
subjects.  Results also showed that females fared better than males in most of 
the exams. The National Achievement rate per quintile showed that the less-
resourced a school was, the poorer they performed. Quintile 1 schools, which 
were the poorest schools, only achieved an average pass rate of 50.10%, while 
quintile 5 schools received an average pass rate of 84.94% (Department of 
Education, 2008). 
 
Further to extensive worldwide investigations and surveys, this research is based 
on the theory that many companies struggle to recruit competent and suitable 
graduates to fill their talent pool – due to the fierce competition for scarce and 
critical skills in the labour market. Having this fundamental concept in mind, one 
can then move on to the how and the what for causing this challenge for 
recruiters; and then to come up with practical solutions to address the issue.   
 
The discussions of various literature sources outlined above indicate that there is 
currently a global problem with regard to the supply of skilled people. This is 
likely to persist in the foreseeable future.  The expansion of the global market 
place has further increased the mobility with which skills may move between 
organisations and countries.  The implication for businesses which employ such 
people is that it highlights the importance of keeping skilled people within the 
business for the longest possible time, so as to address the issues of continuity, 
performance, sustainability, growth and competitiveness. 
 
2.1.1 Talent management  
 
According to Heckman and Lewis (2006), talent management is an extremely 
broad field encompassing a variety of HR strategies which includes talent 
strategy, talent management systems and talent management practices.  To 
unpack it further, talent management practices, although a somewhat elusive 
term includes succession planning, recruitment, selection, compensation 
management, training and development and workforce planning.  They further 
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suggest that these practices represent the individual components of the greater 
topic of talent management, although that confusion exists in terms of its official 
definition.   
 
2.1.2   Recruitment 
 
According to Grobler, Warnich, Carrel, Elert and Hatfield (2002, p. 11), ‗…the 
effectiveness of an organisation depends on the effectiveness of its employees.  
Without a high-quality labour force, an organisation is destined to have mediocre 
performance‘.  This view is further supported by Byars and Rue (2000), where 
they highlighted the importance of recruiting the right person for the right job.  
They go on to explain that jobs should be well-defined, in order for the 
recruitment process to effectively and efficiently attract the right person, with the 
right qualifications, experience and aptitude for the organisation. 
 
Without doubt, the two major challenges facing HR professionals today are 
recruitment and the retention of talented staff.  The reasons are obvious; if the 
talent pipeline cannot be filled correctly, or if it keeps on ―leaking‖, this will affect 
the company‘s core business, and eventually destroy its competitiveness.  The 
importance of efficient attraction and retention is supported by Phillips (2007), 
when he states that the battle to recruit employees who possess scarce skills is 
likely to increase, as a result of international mobility and employers fighting to 
retain these skills.  However, a differentiating factor noted by him is that he does 
not refer to talent as a group of high achievers or skilled people, but rather to 
everyone in the business who contributes to its success.  This is a significant 
departure from the thinking of most other authors when discussing the talent of 
business.  In times of change, recruitment strategies must be relevant, and most 
importantly, flexible. Analoui (2007) supports this notion, when he stated that the 
attraction and selection of the right people for the right jobs requires a flexible 
and different recruitment system and practice for different sections of the 
workforce.  
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2.1.3 Human resource planning 
 
Human resource planning is the same as that which used to be referred to as 
manpower planning.  It is all about having an appreciation for the strategic 
objectives of a company, and forecasting the future demand and supply of the 
skills that will be required to meet the defined objectives.  Analoui (2007) puts it in 
a nutshell, by stating that this is a process of getting the right people in the right 
job at the right time.  There is a strong link between human-resource planning, 
training and development, and succession planning.  These three elements 
represent the blueprint of a company‘s human-resource planning strategy.  Byars 
and Rue (2000) echo the views of Analoui (2007) and go on to state that the 
human-resource planning should not remain in the ―planning‖ mode, but requires 
the construction of action plans to meet the forecast:  putting good ideas to test 
and making them happen.  
 
2.1.4 Succession planning 
 
According to Clutterbuck (2005, p. 11), succession planning is about: 
 ―Making sure that there are enough suitable people to step into any 
significant role, as it becomes vacant or is created; 
 Motivating and developing them to adapt to the new role as fast as possible, 
with the minimum damage; 
 Ensuring that every role is a learning resource, in which the incumbent can 
develop not only skills relevant to that job, but the capability to embrace 
different and/or larger jobs. 
The emerging new breed called the Gen X and Gen Y is slowly replacing the 
older generations; in a way they are ‗taking over‘ leadership roles in 
organizations and starting to implement their new philosophy.  This implies that 
succession planning has to be treated as a new priority especially for large 
organizations that have majority ―aging‖ senior management. Guinn (2000) 
shares the same sentiment where she noted that succession planning can no 
longer be driven in its traditional form.  It has to be dynamic and take account of 
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both the competency and behavioural aspects of high potentials.  The ultimate 
goal is to achieve flexibility and to assist in ensuring that the right people occupy 
the right jobs in the talent pipeline. 
 
2.1.5 Training and development 
 
Training and development is defined by Byars and Rue (2000, p. 210) as: ‗a 
learning process that involves the acquisition of skills, concepts, rules, or 
attitudes to enhance employee performance‘.  They further argue that the 
external environment in which an organisation operates is constantly changing, 
which more often than not requires its people to acquire new skills and ways of 
conducting business. An organisation‘s growth is closely aligned with the 
development of its staff, in so far as the organisation‘s growth will be curtailed if 
its employees are not growing.    
 
Drucker (2002) shares the same view in that they mention training and 
development as the systematic development of employees‘ attitude, knowledge, 
and skill pattern required to perform a given task or job adequately and 
development is the growth of the individual in terms of ability, understanding and 
awareness.  From an organizational performance perspective, Grobler et al. 
(2002) echo this notion, as they state that most successful companies have 
experienced growth and have sophisticated training and development 
programmes to support such growth.  Many authors support this view, by noting 
that training expenditure in South Africa companies is at an all-time high. This 
supports their claim that training and development are important issues which 
justify the allocation of significant financial resources.   
 
Recent studies have shown that in today‘s business environment where dealing 
with change is part of ‗business as usual‘, equipping employees with both 
technical and soft skills to deal with change builds comparative advantage.  
According to Hiltrop (1995:58), within an organization, such training and 
development is necessary to achieve the following: 
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 Develop workers to undertake higher-grade tasks;  
 Provide the conventional training of new and young workers  
 Raise efficiency and standards of performance;  
 Meet legislative requirements (e.g. health and safety);  
 Inform people (induction training, pre-retirement courses, etc.);  
As the needs of individuals differ, training and development can come in many 
forms, such as case studies, quizzes, panel 'games', group forums, observation 
exercises and inspection and reporting techniques.  According to Cappelli (2000), 
evaluation of the effectiveness of training is done to ensure that it is cost effective, 
to identify needs to modify or extend what is being provided, to reveal new needs 
and redefine priorities and most of all to ensure that the objectives of the training 
are being met.  The latter may not be easy to ascertain where results cannot be 
measured mathematically. In the case of attitude and behavioral changes sought, 
leadership abilities, drive and ambition fostered, etc., achievement is a matter of 
the judgment of senior staffs. Exact validation might be impossible but unless on 
the whole the judgments are favorable the cooperation of managers in identifying 
needs, releasing personnel and assisting in training ventures will cease.  Beal 
(2005) argues that in making their judgments senior managers will question 
whether the efforts expended have produced: 
 More effective, efficient, flexible employees;  
 Faster results in making newcomers knowledgeable and effective than 
would follow from experience;  
 More effective or efficient use of machinery, equipment and work 
procedures;  
 Fewer requirements to implement redundancy (by retraining);  
 Fewer accidents both personal and to property;  
 Improvements in the qualifications of staff and their ability to take on 
tougher roles;  
 Better employee loyalty to the organization with more willingness to 
innovate and accept change.    
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2.1.6 Performance management  
 
Performance-based pay is a commonly adopted practice in South Africa that 
enables flexibility and encourages the improvement in quality of work and 
customer service.  According to Analoui (2007), specific advantages of a 
performance-based pay system are set out below: 
 
 Increasing the motivation of employees 
 Encouraging certain behaviour 
 Helping in recruitment and retention 
 Facilitating change in organisational culture 
 Encouraging the internalization of performance norms 
 Increasing the role of the line manager 
 Greater financial control and value for money 
 Encouragement of flexibility 
 
According to Grobler et al. (2002), most employers are gravitating to 
performance-based pay systems which typically see them integrating their 
performance management process with their reward structures.   There are a few 
reasons for doing this, one of which is incentivizing employees to perform at the 
workplace which would see them getting better pay increases. 
 
2.1.7  Employee value proposition (EVP) 
 
An EVP is ‗a holistic sum of everything people experience and receive while they 
are part of a company – everything from the intrinsic satisfaction of the work to 
the environment, leadership, colleagues, compensation and more‘ (Michaels et al, 
2001, p 43).  It is about how well a company fulfils people‘s needs, their 
expectations and even their dreams.  Essentially, an EVP is a compelling answer 
to the question ‗Why would a highly talented person choose to work here?‘ 
(Michaels et al, 2001).  
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If employee value proposition can be denoted as a mathematical formula, it 
would be the sum of all the elements that are part of the talent management 
value chain.  Minchingto (2005) defines an ‗employee value proposition‘ (EVP) as 
a set of associations and offerings provided by an organisation in return for the 
skills, capabilities and experiences an employee brings to the organisation.  Bibb 
(2009) has similar views on EVP.  She suggested that employee value 
proposition is the commonly used jargon to describe the characteristics and 
appeal of working for an organisation.  It describes the mix of characteristics, 
benefits, and ways of working in an organisation.  It is the deal struck between an 
organisation and its employees in return for their contribution and performance.  
This ―deal‖ characterises an employer, and differentiates it from its competition.  
Another interesting phenomenon that exists in today‘s working environment is 
that personal job satisfaction is no longer driven solely by financial factors, such 
as salary and benefits.   
 
Every organisation has a customer value proposition; it is a clear compelling 
reason why customers and clients should do business with them.  Few 
companies however have given as much thought to why talented people should 
join them. The new business arena is as much for talented people as it is for key 
customers, and companies need to apply the same rigor to people management 
as they do to customer management (Michaels et al, 2001). Thus all companies 
need a winning employee value proposition (EVP) to attract and hold onto their 
talented employees in good times and bad.  
 
In 1997 a groundbreaking McKinsey study exposed the ‗war for talent‘ as a 
strategic business challenge and critical driver for corporate performance. The 
study ran from 1997 to 2001 and surveyed 13 000 executives at more than 120 
companies (Michaels et al, 2001). Their study found that there are certain key 
elements to an employee value proposition.  
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 Firstly people want exciting, challenging work and they want to feel 
passionate about their work.  
 Secondly the surveys reveal that managers want to work for great 
companies; they look for well managed organisations that have great 
leaders and for cultures that emphasizes a performance orientation and an 
open trusting environment.  
 Third, people are looking for wealth creation opportunities and they want 
their individual contribution recognised in their pay.  
 Fourth, people want a company that will help them develop their skills, this 
is particularly important as people realise that their only employment 
security lies in the collection of skills that they bring to the job market.  
 Finally, people want a job that will allow them to meet their personal and 
family commitments (Michaels et al, 2001).  
The EVP is an employee-centred approach that is aligned to existing, integrated 
workforce planning strategies – because it has been informed by existing 
employees and the external target audience.  An organisation‘s EVP has been 
described as critical in attracting, retaining and engaging quality people.  One of 
the central themes of this study is to gather information regarding students and 
graduates perceptions of SARS as a brand and as an employer of choice.  This 
has everything to do with EVP.  To put it simply, an effective EVP enables an 
organisation to stand out as different, but it also ensures that the ‗packaging‘ 
reflects the ‗contents‘.  All too often, people join organisations because they are 
tempted by the ‗branding‘, but are disappointed when they experience the reality.  
The reality is that an effective EVP can bring an organisation significant benefit.  
According to Corporate Leadership Council‘s research (2009), a well thought-
through and executed EVP can: 
 Improve the commitment of newly hired employees by up to 29%; 
 Reduce new hired employees‘ compensation premiums by up to 50%; 
 Increase the likelihood of employees acting as advocates – from an 
average of 24% to 47%. 
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However, according to Bibb (2009), most organisations encounter two main 
problems when it comes to their EVP: 
 They struggle to differentiate themselves from their competition.  
Differentiation is crucial, if an organisation is to stand out from the ―sea of 
sameness‖ that characterises some sectors. 
 The branding is appealing, but it does not accurately reflect the reality. 
In addition, according to Bibb (2009), an effective EVP allows organisations to 
source more deeply within the labour market, increasing the access to passive 
candidates.  This is important for organisations that want to secure the best talent 
in an increasingly competitive talent market.  Demographic predictions show that 
there will be a stark contrast in population growth in certain areas of the world.  
Many countries will show a decline in population, thereby making it harder to 
source talent, whereas in countries, such as India and China, there will be large 
increases – making it more difficult to attract the right talent from a potentially 
large pool.  This will cause challenges in the future; and will build an even 
stronger case for the importance of having an effective EVP.  EVP summarises 
the core of all organisational processes.  The characteristics of the EVP need to 
be reflected in the corporate and employer brands. The EVP, if operationalised 
well, is the driver of engagement; at the same time, it informs recruitment 
messages, communications and development, and it helps inform strategic HR 
priorities; and as a result, it helps support and drive business strategy forward 
(Bibb, 2009). 
 
2.2 Challenges facing South Africa 
 
2.2.1 Status quo: Higher Education in SA 
 
At first, the researcher would like to draw the reader‘s attention to some basic 
facts on higher education in South Africa.  This will ensure that at a later stage 
when the case study is discussed, the foundation would have been laid as a solid 
point of departure.  The discussion below will begin with the structure of the 
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South African higher education and the financial implication thereof for the 
government in general. 
 
The South African higher education system includes 23 public higher education 
institutions:  11 universities, 6 comprehensive universities and 6 university of 
technology.  As of January 2009, there were also 79 registered and 15 
provisionally registered private higher education institutions.  Many of South 
Africa‘s universities are world-class academic institutions, at the cutting edge of 
research in certain spheres.  In South Africa, a matric endorsement is required 
for the study for the study of university degrees, with a minimum of three subjects 
passed at the higher grade.  Some universities set additional academic 
requirements.  Although public tertiary institutions are subsidized by the state, the 
universities are autonomous, reporting to their own councils rather than to 
government.   
 
According to 2009 financial annual report published by treasury, in terms of 
government spending on education, compared with most other countries, South 
Africa‘s education gets a really big slice of the pie – usually around 20% of total 
government expenditure.  In the 2008/2009 national budget, education received 
R 140.4 billion, amounting to 18.5 % of total spending; and the higher education 
budget was R 18.5 billion, and some R 15.2 billion of the budge was transferred 
to higher education institutions as block grants or earmarked funds. In terms of 
students enrolment, according to Department of Education, in 2007 estimated 
figures of 761 090 students were enrolled in the public higher education 
institutions.  One year later, the students enrolment stood at 783 900 and is 
expected to grow to 836 800 by 2011.  Latest South Africa National Plan for 
higher education seeks to expand enrolment by setting a target of a 20 % 
participation rate by 2015.  It also proposes a shift in the balance of enrolments to 
a ratio of 40 % in humanities, 30 % in business and commerce, and 30 % in 
science, engineering, and technology.  Bursaries and funds are allocated 
accordingly to support these initiatives (National growth plan 2009). 
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In terms of representation, the 2007 figures point out to a great improvement in 
expending higher education to previously disadvantaged population.  Almost 63% 
of students in the public higher education system were black Africans.  However, 
inequalities of outcome persisted, with the average success rate of black African 
undergraduate students standing at only 73.6 %. (National growth plan 2008).   
The Department of Education also noted wide disparities in the graduation rates, 
with the average graduation rate for white students more than double that of 
black students.  To bring about equity, the department identified a need to 
increase both the participation and graduation rates of black students in general 
and African students in particular, with concomitant increase in the representation 
of blacks and women in academic and administrative positions, especially at 
senior levels.  In terms of the targeted graduation rates set by NPHE which 
distinguished between contact and distance programmes and different types of 
qualifications, the targets have been found to be unrealistically high and were 
reduced in 2004.  Table below sets out the new target rates: 
 
Table 2.1:  Targets of different qualification types 
Qualification type 
Graduation rate 
(contact) 
Graduation rate 
(distance) 
Up to 3 years undergraduate 23% 13% 
4 year or more undergraduate 18% 9% 
Postgraduate up to honours 54% 27% 
Masters 30% 22% 
Doctoral Not specify Not specify 
 
Source:  Adapted from Department of Education (2001, 2004) 
 
Furthermore, the study showed that higher education institutions produce an 
insufficient number of graduates, particularly black graduates.  Some studies 
argue that universities are not producing enough graduates with relevant 
qualifications for the labour market.  Others point out that the labour market has 
discrimination problems of its own, most conspicuous in a deliberate refusal to 
employee graduates from historically black universities. The United Nations 
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Development Programme ranked South Africa public spending on education as a 
percentage of GDP at 32nd in the world in 2000 but only 59th for tertiary education.  
While the new higher education policy will improve the quality of education 
programmes offered in the institutions created as a result of mergers, and will 
also reduce perceptions of inadequacy in higher education held in the labour 
market, the challenge of resources requires urgent attention, particularly in the 
historically black universities.    
 
2.2.2 Status quo:   High drop-out rates in higher education 
 
Since 1994, there has been increased migration of the black middle classes from 
previously disadvantaged black townships to previously privileged whites-only 
suburbs, and their children now attend the privileged former white schools.  But in 
comparison to this relatively small proportion of the black population, vast 
numbers of black Africans remain trapped in poverty in townships and rural areas.  
According to Letseka & Maile (2008), the majority of their parents and guardians 
are poorly educated, and in the worst cases not educated at all.  Although today‘s 
government is working to rectify the imbalances in education, the apartheid 
legacy remains.  The greatest challenges lie in the poorer, rural provinces like 
Eastern Cape and KwaZulu-Natal.  Schools are generally better resourced in the 
more affluent provinces such as Gauteng and the Western Cape.  
 
In 2005, the Department of Education reported that of the 120 000 students who 
enrolled in higher education in 2000, 36000 (30%) dropped out in their first year 
of study.  A further 24 000 (20%) dropped out during their second and third years.  
Of the remaining 60 000, 22% graduated within the specified three years duration 
for a generic Bachelor degree.  Subsequently, the department issued a public 
statement lamenting that the drop-out rate was costing the National Treasury R 
4.5 billion in grants and subsidies to higher education institutions without a 
commensurate return on investment. 
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According to National Plan for Higher Education (NPHE) complied by the 
Department of Education in 2001, South Africa‘s graduation rate averaging at 15% 
and is one of the lowest in the world. This is of particular concern given the shifts 
that have taken place in employment distribution and the critical shortage of high-
level skills in the labour market.  In combination, these factors are likely to act as 
a major impediment to achieving the government‘s economic development goals. 
Recent information released by Higher Education South Africa (HESA), a Section 
21 company representing all 23 public universities and technikons in South Africa, 
the drop-out rate has escalated alarmingly in recent years, and is hitting highs of 
up to 35 percent at some universities, with the bulk of those leaving being first-
year students.  The Human Sciences Research Council‘s recent study of about 
34 000 students showed that of this amount, only 14 000 (40%) students 
graduated, with some 20 000 (60%) dropping out of their courses, most of them 
being either their first year or midway through their second year of study. 
 
What are the root causes of this high drop-out phenomenon in South Africa?  
Existing literature and research seem to point to the same direction indicating 
that out of many factors that contribute to the high drop-out rates in higher 
education, two major factors topping the list which are discussed briefly.  Firstly is 
the lack of information.  It has been found that in the final year of high-school 
students are not provided with the advice, information and guidance required in 
order for them to make conscious and holistic choices of possible areas and 
subjects of study and concrete pathways to these – this can become a very 
costly mistake, both in terms of wasting time and finances, as well as students 
then losing interest in their tertiary studies and dropping out. 
 
Secondly, it is the lack of finance that caused high drop-out rate.  There is no 
doubt that tertiary education is a costly business – students can expect to pay 
between    R 15 000 and R 25 000 per year for most undergraduate degrees and 
even more for specialized or professional degrees such as law and medicine.  
South Africa‘s current state of economic turmoil, interest rate hikes and 
skyrocketing inflation all contribute to the sad fact that many potentially 
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successful students will never, by virtue of socio-economic factors, be able to see 
their educational dreams come to fruition and the desired letters behind their 
names. 
 
2.2.3 Status quo: Brain drain 
 
What is ―brain drain‖?  In layman‘s terms, brain drain describes the phenomenon 
where skilled professionals emigrate from one county to another.  According to 
(Peters; 2008), for several decades the analysis of the so-called brain drain has 
been hampered by measurement problems.  While everyone agrees that there is 
indeed a brain drain problem, there is little agreement on its dimensions, its 
causes and its remedies.  The accuracy of the official statistics on the extent of 
emigration from South Africa, particularly skilled people, has been increasingly 
questioned by journalists and academics.   
 
Based on a study conducted by University of Cape Town in 2000 and several 
other related researches thereafter, it confirmed through empirical findings that 
the departures were indeed far higher than the data published by Statistics South 
Africa.  This evidence was also confirmed by statistical comparison between 
South African emigration data and South African registered immigration to 
countries such as Australia, New Zealand and the UK (Kaplan,1997).  The 
immigration data was approximately three times higher than South Africa‘s 
emigration data.  (Fourie & Soubert, 1998).  It has been acknowledged by the 
Department of Home Affairs as well as by Statistics South Africa that they are 
both aware that their records can only take into account the registered emigrants, 
those who declare themselves as such when crossing the border at the exit.   
 
To name but a few statistics that highlight the extent of the seriousness that 
South Africa is facing regarding brain drain.  Recent study conducted by UNISA 
in 2009 indicated that on average 30000 South Africans leave the country yearly 
to join the 1.6 million emigrants already living abroad.  Officially, according to 
Statistics South Africa, approximately 14500 people emigrated in 2009 January 
34 
 
to December, but the real figure is probably much higher.  The problem is further 
highlighted by South Africa's request in 2001 of Canada to stop recruiting its 
doctors and other highly skilled medical personnel.   
 
Looking internationally, according to UNDP, Ethiopia lost 75% of its skilled 
workforce between 1980 and 1991, which harms the ability of such nations to get 
out of poverty. Nigeria, Kenya and Ethiopia are believed to be the most affected. 
In the case of Ethiopia, the country produces many excellent doctors, but there 
are more Ethiopian doctors in Chicago than there are in Ethiopia.  According to 
NASAC‘s numbers, (Network of Africa Science Academies, one-third of all 
African scientists lives and works in developed countries.   This confirms that 
brain drain is more common amongst developing nations where marketable skills 
are not financially rewarded. 
 
According to Brewster, Sparrow and Harris (2005), the skills drain in South Africa 
still tends to demonstrate racial contours, naturally given the skills distribution 
legacy of South Africa, exacerbated by Black Economic Empowerment policies, 
and has thus resulted in large white South African communities abroad.  The 
official statistics on emigration from South Africa do not provide a breakdown for 
the different ethnic groups in South Africa, but a recent survey indicates that white 
professionals are only slightly more likely to consider emigrating than are black 
professionals. From the gender perspective, according to Friedman & Myers 
(2005:98) there has also been a steady increase in the number of professional 
women leaving South Africa, from about a quarter of all skilled emigrants in the 
1970s, to just less than half in the 1990s.  No doubt, this trend reflects the 
changing gender profile in the domestic labour market.   
 
Perhaps not surprisingly, skilled South Africans who choose to emigrate head for 
some of the most advanced industrialized countries in the world, the United 
Kingdom, the United States and Canada, and more recently, to Australia and New 
Zealand (Harris, 2008:67); More recently, however, research shows that the 
highly skilled are leaving because of crime, perceptions of a high cost of living and 
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levels of taxation, and the perceived decline in the standard of public services, 
notably health and education delivery. At the same time, professionals in South 
Africa are eager to take advantage of the attractive salary packages and career 
opportunities in the advanced industrialized countries of the world.    Intuitively, a 
brain drain has a range of deleterious effects on a country‘s economy.  Amongst 
these are an adverse effect on economic growth and a reduction in a nation‘s 
capacity to develop as a 'knowledge society' and therefore compete effectively in 
the global economy. A brain drain also constitutes a major loss of investment in 
terms of the education and training of its highly skilled professionals.  For 
instance, over the past thirty years, the vast majority of skilled emigrants have 
been in the most productive age groups, 25 to 45 years, which means that the brain 
drain largely comprises South Africans who are already trained and established 
professionals. 
 
Clearly, this outflow represents a significant loss of economic potential for the 
continent, especially in today‘s global society where scientific and technological 
knowledge drive development.  Conservatively speaking, brain drain has cost the 
African continent over $4 billion in the employment of 150,000 expatriate 
professionals annually.  According to Bryuninckx (2008), in order to reduce brain 
train phenomenon, the biggest challenges to the South African government are to 
find ways of keeping skilled South Africans at home although this requires a long-
term approach to the improvement of safety and security and improved delivery of 
services and to develop policy which attracts the highly skilled from other parts of 
the world to our shores. 
 
South African President Thabo Mbeki said in his 1998 'African Renaissance' 
speech sums up this challenge very nicely where he said "…in our world in which 
the generation of new knowledge and its application to change the human 
condition is the engine which moves human society further away from barbarism, 
do we not have need to recall Africa's hundreds of thousands of intellectuals back 
from their places of emigration in Western Europe and North America, to rejoin 
those who remain still within our shores! I dream of the day when these, the 
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African mathematicians and computer specialists in Washington and New York, 
the African physicists, engineers, doctors, business managers and economists, 
will return from London and Manchester and Paris and Brussels to add to the 
African pool of brain power, to enquire into and find solutions to Africa's problems 
and challenges, to open the African door to the world of knowledge, to elevate 
Africa's place within the universe of research the information of new knowledge, 
education and information."   
 
2.2.4 Status Quo – high unemployment in South Africa 
 
Unemployment may be described as an economic condition marked by the fact 
that individuals actively seeking jobs remain un-hired. To unpack the concept, the 
following example is relevant; if a mother left work to bring up a child or if 
someone went into higher education, they are not working but would not be 
described as unemployed as they are not actively seeking employment.  
Statistically, unemployment is expressed as a percentage of the total available 
workforce; the total workforce is defined as the number of people employed plus 
the number unemployed but seeking work.  
 
The level of unemployment varies with economic conditions.  Currently, looking 
at various economic indicators like GDP, property and car sales figures, gold 
prices, and stock markets, the world is experiencing a serious economic 
contraction.  Despite all the efforts to stimulate the global economy, true recovery 
is still not yet in sight.  In this instance, the unemployment can be best described 
as demand deficient unemployment which occurs in a recession or period of very 
low growth. In economic terms, if there is insufficient aggregate demand, firms 
will cut back on output. If they cut back on output then they will employ fewer 
workers. Firms will either cut back on recruitment or lay off workers. The deeper 
the recession, the more demand deficient unemployment there will be. This is 
often the biggest cause of unemployment, especially in an economic downturn.  
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Exacerbated by the impacts of economic crisis arising from many first world 
economies, the unemployment rate remains extremely high in South Africa.  
According to reports released by the Reserve Bank and Statistics South Africa, 
the unemployment rate was last reported at 25.7 % in the second quarter of 2011.  
From 2000 until 2008, South Africa's unemployment rate averaged 26.38% 
reaching an historical high of 31.20% in March of 2003 and a record low of 23% 
in September of 2007.  This remains a worrying trend going forward.   A 
summary from Reserve Bank (2011) gives more details below. 
 
Table: 2.2   Official and Expanded Unemployment rates in SA (rounded) 
 2004 2005 2006 2007 2008 2009 2010 2011 
Official 
unemployment rate 
29% 27% 26% 26% 23% 24% 25% 25% 
Expanded 
unemployment rate 
42% 41% 40% 38% 27% 30% 32% 33% 
 
(Source:  Adapted from reports released by the Reserve bank) 
 
 
2.2.5 Conclusion 
 
The writer has gone into great detail looking at the trends and developments in 
South Africa‘s educational systems, university and matric pass rates, brain drain 
phenomenon and unemployment.  In a way, this is part of the SWOP analysis of 
the external factors or to some degree the root causes that impact on today‘s 
work environment and the labour market. Companies with better understanding 
of these factors will have a better chance of aligning their HR strategies correctly.  
‗Survival of the fittest‘ will be of much prevalence in this day and age.   
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2.3 Case study – South African Revenue Service 
 
Following the trend of thoughts from the previous discussions, it seems that 
South Africa is in serious trouble; pupils that attend schools are not passing, 
students who attend universities are not graduating, high illiteracy rate that leads 
to high unemployment rate which translates into high crime rate.  And as a result, 
top talent leaves the country to a more stable and safer environment.  At a glance, 
it sounds so overwhelming, so much complexity and so much depth, but every 
challenge has a solution.  It might take generations to fix a particular challenge 
but it can and has to be done; just a matter of time.  This research is one of the 
small steps that will make a positive change in the problem solving process for 
South Africa.  The principles under discussion are in line with National Growth 
Plans and Millennium Development goals that will drive job creation from now to 
2020.  The following discussions will focus on relevant details on SARS and 
appropriate material on policies and practices regarding its current talent 
recruitment and human capital enhancement.  It will give the reader some 
historical dimension about SARS overall. 
 
South African Revenue Service is a reputable organization that has received 
many awards of being the best parastatals in the country.  In many ways, it sets 
the pace, the benchmark and provides a lot of leadership directions for others to 
follow.  It is true that one must be careful of the ‗one size fits all‘ mentality 
towards managing large organizations; no two companies work exactly the same.  
However, the value this case study will provide is some indication as to what can 
be done to improve the situation.  This may create a positive ripple effect which 
may have a far-reaching impact at a later stage in the development process.  As 
part of development studies, it will add value in the body of knowledge that is 
already in existence on human capital development.  From here below, a brief 
introduction is needed to bring the reader to a high level understanding of what 
SARS is all about and provides the logical link to the research problem the 
researcher is trying to solve in the research. 
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2.3.1 Background of SARS  
When most people talk about SARS, they talk about taxation; sometimes they 
even joke about the phrase ‗death and taxes come to us all‘. Contrary to popular 
perception, SARS is much more than just an institution that collects tax; it is 
actually one of the most significant contributors to the government for funding 
public infrastructure and services in South Africa.   SARS‘ performance directly 
impacts on the government‘s ability to deliver on economic and social reform.  To 
bring the reader on par with what SARS really does, the following is a brief official 
description of SARS taken from the SARS website: 
The South African Revenue Service was established by legislation to collect 
revenue and ensure compliance with tax law. Its vision is to be an innovative 
revenue and customs agency that enhances economic growth and social 
development, and supports South Africa's integration into the global economy in 
a way that benefits all citizens.  In accordance with the South African Revenue 
Service Act 34 of 1997, the service is an administratively autonomous organ of 
the state: it is outside the public service, but within the public administration. So 
although South Africa's tax regime is set by the National Treasury, it is managed 
by SARS. SARS aims to provide an enhanced, transparent and client-orientated 
service to ensure optimum and equitable collection of revenue.  
Its main functions are to:  
 collect and administer all national taxes, duties and levies;  
 collect revenue that may be imposed under any other legislation, as 
agreed on between SARS and an organ of state or institution entitled to 
the revenue;  
 provide protection against the illegal importation and exportation of goods;  
 facilitate trade; and  
 advise the Minister of Finance on all revenue matters.  
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2.3.2 SARS graduate recruitment programme 
 
Graduate recruitment is a function of talent management in many organisations.  
Depending on the size of the organisation, this can be a stand-alone division or 
part of the recruitment department.  Graduate recruiters are responsible for 
formulating a recruitment strategy or campaign to attract potential candidates; 
and ultimately, for selecting graduates who meet the organisation‘s present and 
future needs (SAGRA handbook 2009).  In SARS, the Graduate Recruitment 
Programme is a function or an arm of talent management centrally managed by 
head office in Pretoria.  Based on allocated budget, the annual intake is about 
150 graduates across all disciplines, but with a main focus on students 
graduating with accounting, taxation and audit related majors.   
 
With regards to attracting new blood into the organisation, SARS graduate 
recruitment programme (GRP) acts as the first interface that interacts with school 
pupils, teachers, parents, university students, lecturers and career-centred 
managers. Its primary function is to act as the feeder channel for SARS‘ talent 
pipeline, thereby ensuring continuity of new talent entering the organisation.  This 
is achieved through effective and consistent branding of SARS as an employer of 
choice on campuses and through print media nationwide.  Since its inception in 
2004, more than 600 graduates across the country have been recruited and of 
which 60% have been retained in SARS as permanent employees to date and 
the other 40% are now working in the mainstream, adding value to the economy.   
 
In the long run, SARS‘ ability to deliver its mandate directly impact on the quality 
of living for all South African citizens.  Therefore, in order for SARS to achieve its 
mandate in an effective and consistent manner, it has to be at the forefront of 
attracting, developing and retaining talent.  There has to be a strict distinction 
between excellence and mediocrity.  So, as a point of departure, talent is defined 
by SARS as someone who has the ability to deliver, the passion to go the extra 
mile and the discipline to maintain it.  Considering the high drop-out rates at 
tertiary institutions as outlined in 2.2.2, it is believed that students who manage to 
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obtain their tertiary qualifications are regarded as talent because by virtue of 
passing, they inherently have all the qualities a talent should possess.  As result, 
to recruit the best of the best, the minimum entry requirements for SARS 
graduate recruitment programme are set as follows: 
 
 Completion of either a three-year degree or a three-year national diploma; 
 Major subjects included are mainly: accounting, taxation, auditing, 
economics, law, industrial engineering and computer science (where 
applicable); 
 Overall academic performance of 60% average in the final year of study 
and 
 Holder of a South African citizenship or permanent residential permit. 
 
In terms of competition, year on year, SARS has to compete with top auditing 
firms and commercial banks for best students available.  Talent is really scarce 
out there because according to Magnet Student Survey (2009), the results have 
shown that on average, 80% of the B.Com students who strive for a CA (SA) 
qualification were taken by the ‗Big Four‘ auditing firms as early as in their 
second of study mostly in the form of a bursary or a contract.  This is clear 
evidence that organizations are very aware of the skills shortage challenge in 
South Africa.  They are trying to ―lock in‖ as many high potentials as possible and 
as early as possible.  At the moment, with the current talent strategy, SARS is 
only focusing on graduates once they become available.  It is believed that the 
true talent pool is very limited by the time SARS visit the universities.  There is 
still a huge scope for improvement.  As part of the problem solving process, the 
researcher will also address this limitation at a later stage.  
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2.3.3      The charted accountancy profession in South Africa 
 
According to the South African Institute of Chartered Accountants (SAICA), 
nearly a quarter of the directors of the top 100 companies listed on the JSE 
Securities Exchange are chartered accountants (CA (SA)), (SAICA, 2005). An in 
depth knowledge of accountancy creates an extremely disciplined approach to 
business – together with analytical ability, a systematic and logical thought 
process. All of this makes the CA (SA) qualification highly marketable. Though 
fulfilling and rewarding, the profession‘s requirements are onerous. Not 
surprisingly therefore, South Africa suffers from a shortage of chartered 
accountants.  Because of this, accountancy is one of the highest paid of all 
professions; senior accountants in audit firms and accountants serving in 
commerce and industry are extremely well remunerated (SAICA, 2005). 
Prospective CA‘s require:  
 A relevant three year degree from a SAICA approved university as well as 
either honours in accountancy or a CTA certificate. 
  
 A 36 month training contract with either an accounting firm in public 
practice (to become an auditor) or with an approved training organisation 
(to follow the management accountant route). 
 
 To pass Part One (accounting) of the Qualifying Examination (QE) and 
then Part Two (auditing or financial management) of the QE.  
 
After passing the qualifying exams and completing their training contract, 
candidates must then register with SAICA in order to become a chartered 
accountant (South Africa) and use the CA (SA) designation. A newly qualified CA 
has a range of options, among them a career in public practice in an audit firm, 
commerce and industry, government or education (SAICA, 2005).   
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Unfortunately, many newly qualified chartered accountants (CA‘s) have been 
leaving South Africa in their droves since 1994.  According to Deloitte and 
Touche Executive Placements, the accounting profession is losing up to seven 
out of ten graduates in a ―brain drain‖ to Britain (Hulme, 2002). In research 
conducted by Grey Appointments, it was found that three quarters of newly 
qualified CA‘s are expected to leave South Africa (Hulme, 2002).  Globalisation of 
labour markets and growing international competition for select groups of highly 
skilled workers such as CA‘s contribute to the exodus.  According to the South 
African Institute of Chartered Accountants (SAICA, 2005), 2052 (10,4%) of the 19 
676 current members live in Europe. Based on the above statistics, a study was 
performed on 200 South African CA‘s living and working in Europe. Ten 
considerations for leaving South Africa were listed and respondents were 
required to list the five most important considerations in order of preference. 
Table one below shows the top ten reasons why South African CA‘s decide to go 
overseas:   
 
Table 2.3   Considerations for leaving  
Ranking Consideration  
1 Prospect for professional advancement  
2 Higher earning potential  
3 Improved Safety and security  
4 Better future for your children  
5 No confidence in future of South Africa  
6 Government‘s affirmative action policy  
7 Deterioration in social services  
8 Decline in your quality of life  
9 Lower taxation rates  
10 Decline in standards  
 
(Source:  adapted from Hulme 2002:78) 
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As mentioned above, newly qualified CA‘s rarely stay with a firm longer than the 
mandatory 3 years necessary to complete articles and qualify as a chartered 
accountant (Hulme, 2002). Thus retaining newly qualified CA has become a 
challenge for audit firms. 
 
2.3.4    The new psychological contract 
 
Significant changes have been forced upon employment relationships since the 
1980‘s both globally and in South Africa. In Lee (2001, p1), he argues that the 
changes essentially describe ―a move by organisations away from the internal 
regulation of employment towards employment relationships which are 
increasingly exposed to market forces.‖ Although these changes are due largely 
to broad economic trends, some researchers have framed them in terms of 
individual psychological processes, particularly in terms of a psychological 
contract. 
 
The psychological contract is ‗an overall set of expectations that a graduate 
employee holds with respect to his potential contributions to the organisation and 
the organisation‘s potential response to these contributions‘ (Garavan and Morley, 
1997, p121). Lee (2001, p1) describes the psychological contract as ―an 
individual‘s beliefs about the reciprocal obligations that exist in an employment 
relationship to which he is party‖. Thus both the employee as well as the 
organisational decision makers (managers and supervisors) involved with that 
employee have individually held perceptions based on past interactions of what 
the employee owes the organisation and what is owed in return (Lee, 2001).  
 
According to Lee (2001) market changes have brought about a new 
psychological contract i.e. a changed set of perceived employment obligations 
which have resulted in a number of consequences. One of these consequences 
is the growing perception that long term staff retention must give way to the easy 
movement of employees in and out of the organisation according to strategic and 
individual need (Lee, 2001). In the past, the psychological contract was a system 
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of relational obligations; employers offered employees almost absolute job 
security, consistent rewards and career management. In return, employees were 
expected to give all their loyalty and effort to the company for the long term (Lee, 
2001).  Changes in the economic environment which have resulted in stringent 
efforts to improve productivity have resulted in widespread restructuring, and 
downsizing has brought about the birth of a whole new psychological contract 
(Lee, 2001). The new psychological contract can be described as a move 
towards a more transactional contract as opposed to a relational (long term) 
contract. This new contract is one of partnership where employees assume 
significant responsibility for their careers. Employees are expected to be more 
responsible for their own careers with the help of organisations through training, 
mentoring and coaching; but without the expectation of long term job security. 
Loyalty has shifted from the employer to the career or profession (Lee, 2001).  
 
There are various processes by which retention and turnover are affected by 
psychological contracts. Psychological contracts have been linked to commitment, 
unmet expectations, culture as well as betrayal of trust (Lee, 2001). Empirical 
research has also found that perceived violations of the psychological contract 
increase turnover and negatively affects work attitudes and behaviour (Lee, 
2001). Thus it is important that employers consider the new psychological 
contract when designing retention strategies and plans. 
 
 
2.3.5 Is money still the key value driver? 
McKinsey & Company‘s War for Talent 200 Survey found a direct causal 
relationship between remuneration and the decision to join or leave a company.  
In the same survey, over 64% of respondents who intended leaving their current 
employer cited money as a reason (Better wealth-creation opportunity elsewhere, 
insufficiently rewarded in current position, higher salary and benefits elsewhere). 
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A similar study by Hay Insight revealed pay as the third most common reason for 
voluntary attrition (Bowers, 2003).  More importantly, though, amongst high 
performers, compensation is the primary reason for voluntary attrition.  This 
suggests a need to differentiate employee performance and the requisite 
remuneration.  Companies generally offer differentiated pay to employees, to a 
certain extent.  This is usually achieved through annual pay raises; with those 
adjudged to be high performers receiving a high percentage increase.  The 
difference between the highest percentage increase and the lowest is usually 
small, relative to the average pay increase (HAYGROUP, 2004) 
 
2.3.6     Generational difference 
 
Today‘s workforce is more diverse than ever.  One diversity issue that has 
recently generated more attention is generational differences.  According to 
Crampton and Hodge (2008), there is a general agreement that the world‘s 
workforce is ageing, and can be divided into four distinct groups.  The same 
notion is echoed by McCrindle (2003), as he talked about the fact that the biggest 
divide facing today‘s society is not a gender divide, racial divide, income or 
technology divide, but it is the generational divide.  Based on the research by 
Crampton and Hodge (2008), there is also agreement among experts as to how 
generational groups develop their values, attitudes and expectations towards 
work.  However, they further mentioned that there is an absence of agreement in 
the published literature regarding strategies and techniques for managing 
generational differences.  According to Crampton and Hodge (2008), most 
experts divide the workforce into four basic generational groups, as follows: 
 
 Veterans (also known as Traditionalists):  Born between 1922 and 1945; 
 Baby Boomers:  Born between 1946 and 1964; 
 Generation X (also known as Gen X):  Born between 1965 and 1980; 
 Generation Y (also known as Gen Y):  Born between 1981 and 2000. 
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2.3.6.1   Baby boomers 
 
According to contemporary literature, there are a number of different terms that 
are used to describe the existing human population based on the ‗era‘ in which 
they were born in.  Very often, the term ‗baby boomer‘ is used in a cultural 
context and sometimes used to describe someone who was born during the post 
World War II baby boom.  It is commonly accepted that achieving a broad 
consensus on a precise definition may be difficult even within a given territory.  
Different groups, organizations, individuals and scholars may have widely varying 
opinions on what constitutes a baby boomer, both technically and culturally.  
However, it is widely accepted that a baby boomer is a person who was born 
during the demographic Post-World War II baby boom.  Ascribing universal 
attributes to a broad generation is difficult; and some observers believe that it is 
inherently impossible. Nonetheless, many people have attempted to determine 
the broad cultural similarities and historical impact of this generation, and thus 
the term has gained widespread popular usage. 
 
 
2.3.6.2   Generation X 
 
According to Crampton and Hodge (2008), generation X marks the period of birth 
decline after the baby boom; and it is significantly smaller than previous and 
succeeding generations.  They further go on to add that members of Generation 
X are largely in their 30s and early 40s. On the whole, they are more ethnically 
diverse and better educated than the Baby Boomers. Over 60% of Generation X 
attended college in the USA, based on their research.  Generation X displays a 
few common characteristics, as described below, based on research conducted 
by Kane (2009) in the US: 
 
Individualistic:  Generation X came of age in an era of two-income families, rising 
divorce rates and a faltering economy. Women were joining the workforce in 
large numbers, spawning an age of ―latch-key‖ children. As a result, Generation 
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X is independent, resourceful and self-sufficient.  In the workplace, Generation X 
values freedom and responsibility.  Many in this generation display a casual 
disdain for authority and structured work hours.  They dislike being micro-
managed; and they embrace a hands-off management philosophy.  
Technologically Adept:  The Generation X mentality reflects a shift from a 
manufacturing economy to a service economy. The first generation to grow up 
with computers, technology is, consequently, woven into their lives. As 
companies use new technological tools, Generation X has learned and adapted. 
This generation is comfortable using PDAs, cellphones, e-mails, laptops, 
Blackberries and other technology employed in the legal workplace. 
Flexible:  Many Gen Xers lived through tough economic times in the 1980s, and 
saw their workaholic parents lose hard-earned positions. Thus, Generation X is 
less committed to one employer; and more willing to change jobs to get ahead, 
than previous generations. They adapt well to change, and are tolerant of 
alternative lifestyles. Generation X is ambitious and eager to learn new skills, but 
they want to accomplish things on their own terms.  
Value Work / Life Balance:  Unlike previous generations, members of Generation 
X work to live rather than live to work. They appreciate fun in the workplace and 
espouse a work hard/play hard mentality. Generation X managers often 
incorporate humour and games into their work activities.    
2.3.6.3   Generation Y 
There is a fair amount of literature that talks about Generation Y, and rightfully so, 
as they represent the next generation of young and vibrant energy that has come 
into the job market in the 21st century.  According to Krayewski (2009), most 
experts define Generation Y as those who were born between 1982 and 2000; 
and the oldest of the generation are now reaching 30; and they are now 
beginning to enter the workplace more formally and seriously. As a result, a 
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plethora of articles has turned up in business magazines worldwide, suggesting 
creative ways for employers to deal with this new generation.  
Research done by Kane (2009) suggests that Generation Y is much smaller than 
Generation X.  He further goes on to state that in 2009, there were about 78 
million Gen Yers in the world.  They currently make up about 25 % of the US 
population. In some countries, this percentage is much higher.  As many as 90% 
of Gen Yers in the US own a PC; while 82 % own a mobile. And, perhaps not 
surprisingly, they spend more time online than they do watching TV.       
This young generation is the first native online population. This alone has set the 
tone for how they act, react, and see the world.  According to Krayewski (2009), 
Gen Ys are vastly different from their parent's generation. This is a generation of 
strong-willed, passionate, and optimistic youth. They have great expectations, 
and are known for expecting and demanding to get what they want.  In some 
cultures, like China, the one-child policy has resulted in a generation of only-
children. These children have vastly contributed to their lack of sharing and 
compromising abilities. They have grown up engaging with the Internet. This had 
led to their expectation of being able to obtain information at exceedingly rapid 
speeds.  Gen Y is also known for caring about the world and its problems, 
forming a large part of the worldwide green movement.  Having been born into 
more culturally diverse environments than previous generations, Generation Y 
tends to be more tolerant of differences than their parents‘ and their 
grandparents' generations.  Based on research conducted in the US by Kane 
(2009), Generation Y displays a few common characteristics, as described below: 
Tech-Savvy: Generation Y grew up with technology; and they rely on it to perform 
their jobs better. Armed with Blackberries, laptops, cellphones and other gadgets, 
Generation Y is plugged-in 24 hours a day, 7 days a week. This generation 
prefers to communicate through e-mail and text messaging, rather than via face-
to-face contact, and prefers webinars and online technology to traditional lecture-
based presentations. 
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Family-Centric: The fast-track has lost much of its appeal for Generation Y, who 
is willing to trade high pay for fewer billable hours, flexible schedules and a better 
work/life balance. While older generations may view this attitude as being 
narcissistic, or lacking in commitment, discipline and drive, Generation Y legal 
professionals have a different vision of workplace expectations; and they 
prioritise family over work.  
Achievement-Oriented: Nurtured and pampered by parents who did not want to 
make the mistakes of the previous generation, Generation Y is confident, 
ambitious and achievement-oriented. They have high expectations of their 
employers, seek out new challenges and are not afraid to question authority. 
Generation Y wants meaningful work and a solid learning curve.                                                                                                            
Team-Oriented: As children, Generation Y participated in team sports, play 
groups and other group activities. They value teamwork, and seek the input and 
affirmation of others. Part of a no-person-left-behind generation, Generation Y is 
loyal, committed and wants to be included and involved.  
Attention-Craving: Generation Y craves attention in the form of feedback and 
guidance. They appreciate being kept in the loop, and they seek frequent praise 
and reassurance. Generation Y may benefit greatly from mentors who can help 
guide and develop their young careers. 
From the above, previous studies have indicated that graduate recruiters need to 
take cognisance of the fact that not all age groups are created equal. The content 
and direction of both recruitment and retention strategies need to cater for each 
generation group.  The following is a summary of these generational differences: 
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Table 2.4:  Summary of generational difference  
 
Generation Timeline 
Born 1922 - 1945 1946 - 1964 1965 - 1980 1981 - 2000 
Description 
Veterans or 
Traditionalists 
Baby Boomers 
Generation X, 
Gen X or Xers 
Generation Y, 
Gen Y, Millenials 
Age 88 - 65 64 - 46 45 - 30 29 - 10 
 
Personal & Lifestyle Characteristics 
Core Values 
Respect for 
authority; 
Conformers; 
Discipline 
Optimism; 
Involvement 
Skepticism; 
Fun; 
Informality 
Realism; 
Confidence; 
Extreme Fun; 
Social 
Family 
Traditional; 
Nuclear 
Disintegrating Latch-key kids Merged families 
Education A dream A birthright 
A way to 
get there 
An incredible 
expense 
Communication 
Media 
Rotary phones; 
One-on-one; 
Write a memo 
Tough-tone 
phones; Call me 
anytime 
Cell phones; 
Call me only at 
work 
Internet 
Picture phones 
E-mail 
Dealing with 
Money 
Put it away 
Pay cash 
Buy now, pay 
later 
Cautious 
Conservative 
Save 
Earn to spend 
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Workplace Characteristics 
Work is… An obligation 
An exciting 
adventure 
A difficult 
challenge; 
A contract 
A means to  
an end; 
Fulfilment 
Leadership 
Style 
Directive 
Command-and-
control 
Consensual; 
Collegial 
Everyone is the 
same; challenge 
others;  
Ask why 
To be 
determined 
Feedback & 
Rewards 
No news is good 
news; Satisfaction 
in a job well done 
Don‘t appreciate 
it; Money; Title 
recognition 
Sorry to 
interrupt, but 
how am I doing?  
Freedom is the 
best reward 
Whenever I 
want it,  
at the push of a 
button;  
Meaningful work 
Messages that 
motivate 
Your experience 
is respected 
You are valued; 
You are needed 
Do it your way; 
Forget the rules 
You will work 
with other bright, 
creative people 
Work & family 
life 
Never the twain 
shall meet 
No balance 
Work to live 
Balance Balance 
 
(Source:  Adapted from McCrindle, 2003 & Crampton and Hodge, 2008) 
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2.3.6.4  Unlock the mystery of generational difference 
 
The million dollar question is:  Individuals with different values, different ideas, 
different ways of getting things done and different ways of communicating in the 
workplace have always existed. So, why is this becoming a problem now? 
According to Phillips (2007), this is the first time in history that four different 
generations are working side-by-side in the workplace. Consider the following: 
when older workers were the bosses, and younger workers did what was asked 
of them, no questions were asked. There were definite rules as to how the boss 
should be treated and how younger workers treated older workers. This is no 
longer true, anymore.  Roles today are frequently inverted, and the rules are 
being rewritten daily. 
Why are young people so different to the other generations?  Based on the 
research conducted by Bova and Kroth (2001), they conclude that the age or life-
stage of this generation makes them unique when compared with other cohorts.  
They further stated that being young; the new generations have different priorities 
to older generations. They generally have no financial commitments; thus, over 
70% of their income is spent arbitrarily, with the majority portion going on 
entertainment, travel, and food.  
 
They have different recreational pursuits to those of other generations, with their 
top three spare time activities being: ―Go to a party‖ (74%); ―listen to the radio 
and watch TV‖ (74%); and ―go to a movie‖ (72%).  The point is that people 
operate in different ways, because of their age.  However, age is not the sole 
reason for differences in generational behaviours – otherwise teenagers today 
would be indistinguishable from the teenagers of a generation ago. Yet, this is 
clearly not the case; and it is because life-stage is just one of the broad factors 
that differentiate the generations from each other. 
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According to Phillips (2007), he further suggested that at work, generational 
differences can affect recruiting, building teams, dealing with change, motivating, 
managing, maintaining and increasing productivity.  He further emphasised the 
fact that if not managed appropriately, generational differences can result in gaps 
in communication, unnecessary misunderstandings, high employee turnover, 
difficulty in attracting employees and gaining employee commitment.  A new age 
brings new challenges for recruitment managers. This time around, it has nothing 
to do with downsizing, global competition, pointy-haired bosses, stress or greed. 
Instead, it is the problem of distinct generations — the Veterans, the Baby 
Boomers, Gen X and Gen Y — working together and, often colliding as their 
paths cross.  
Table 2.1 shows the summary of different attributes of different generations as 
regards their personal and lifestyle characteristics, as well as their workplace 
characteristics.  Each group has distinct needs, wants and attitudes towards work 
and life.  According to McCrindle (2003), he also suggests that people 
communicate based on their generational backgrounds. Each generation has 
distinct attitudes, behaviour patterns, expectations, habits and motivational 
buttons. Learning how to communicate with the different generations can 
eliminate many major confrontations and misunderstandings in the workplace 
and the world of business.  He has further argued that every generation has 
created its own commotion, as it has entered into the adult working world. And, 
every generation says the same things about other generations i.e. ‗They do not 
get it‘; or ‗They have it so much easier than we did‘.  As a result, to remain 
relevant and efficient, employers need to keep an open mind, in order to find out 
exactly what interest future bright young people.  This mindset would go a long 
way to improving employer‘s EVP.   
 
There is a fair amount of literature and research that has been done on 
generational differences; and many authors have argued that despite all the 
―differences‖, different generations do still share many similarities, when it comes 
to rewards and recognition.  The pattern or trend has been identified, but it does 
not mean that every Gen X and Gen Y trainee would not enjoy what ―Baby 
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Boomer‖ managers have to offer in a ―Baby Boomer‖ way.  The idea is to 
recognise that there are major differences in their attitudes and expectations; and 
so, when conflicting situations arise, as a HR professional, one needs to take a 
step back, put on different ―thinking caps‖ for different ―generation groups‖, and 
deal with  the situation with confidence.  The fact is generational differences do  
exist in today‘s work environment.  It goes without saying that its impact has 
profound consequences on the performance of the organization concerned.  
Human capital management cannot be effectively achieved without the full 
understanding of the complexity of different age group workers in the 
organization; their needs and wants are vastly different, thus the attraction and 
retention strategies need to be moderated accordingly.  
 
2.3.7 Challenges facing SARS 
 
South Africa‘s transformation and development are informed by policies and 
strategies formulated by the government. Depending on how these polices and 
strategies are prioritized, state resources are allocated accordingly based on a 
forecast approach; meaning today‘s plans need to be supported by tomorrow‘s 
resources which primarily come from tax collections – government‘s main source 
of income.  SARS helps the government to administer and collect the budgeted 
amount in order to deliver on transformation and development objectives.  As a 
new democracy carrying an ―apartheid‖ baggage moving forward, South Africa 
has a lot of rebuilding to do.  And as a developing country trying to catch up and 
align with best international practices in terms of equity, social welfare, education, 
medical care, security, technology, and so on, many feasibility studies have been 
conducted by experts and future projects have been planned to take the country 
in the right direction.  All of the above transformation processes and projects 
need to be funded.  But where is the funding coming from?  This arose the 
following questions:  Will SARS be able to collect the ever increasing revenue 
target on behalf of the government?  Can South Africa move forward towards 
becoming a first world country?  Will SARS have highly engaged employees to 
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continue delivering results?  Will SARS be able to attract and retain high 
performing employees to service the country? 
 
According to Rossato (2008) an organization‘s ability to deliver has a lot to do 
with employee engagement.  If an employee is truly engaged, he or she is willing 
to go the extra mile with passion to deliver desirable outcomes.  SARS has 
roughly 15 000 employee nationwide and as a large organization, it too has 
started an employee engagement climate survey in 2007 trying to gather 
information from the workforce about the level of engagement.  Looking at the 
trend, since 2007 to 2010, with a 60% participation rate year on year, SARS‘ 
employee engagement survey indicated that only about 30% of the current 
workforce is ―truly engaged‖.  Clearly, there is a considerable gap that needs to 
be bridged conscientiously.  Assuming all the survey participants understood and 
adhered to the basic principles of completing the survey i.e. they were completely 
honest and wanted to voice their genuine concerns about their level of 
engagement.  If so, the results predict a rather daunting picture; assuming 
nothing urgent is done to improve employee engagement, 70% of SARS 
employees may be considering or may have already applied for jobs elsewhere 
which in turn translates into loss of capability to function as SARS and it will fail 
its mandate to collect sufficient revenue as an eventuality.  Intuitively, to a large 
extent, many South African citizens will be impacted unfavorably, especially the 
poor.   
 
The researcher works at SARS as a HR professional, through his participation 
and observation in the HR fraternity, opportunities were identified to conduct this 
research in an attempt to address some of the issues raised above.  As part of 
the endeavor to solve a complex issue, the researcher decided to take a case 
study approach trying to understand the driving forces that describe the low 
engagement level that exists currently in the organization.  This case study is 
based on a focus group discussion methodology which is complemented by an 
introduction of a national survey that gathers information about public perception 
on SARS.  The next section talks about the current talent management practice 
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that is currently happening in SARS since 2007.  This will give the reader an idea 
as to how SARS attracts graduates and where they fit in the talent pipeline 
strategy for the organization.  Areas of strengths and weaknesses will also be 
discussed.  As part of the endeavors in creating jobs as per National Growth Plan, 
this section will also lead the reader to understand the question interpret the 
survey results with better and deeper understanding. 
 
2.3.8 Conclusion 
 
In many ways, SARS represents the engine that drives South Africa‘s social and 
economic development.  With low employee engagement, SARS may lose critical 
skills that take long to replace or it may have an ‗unhappy‘ workforce that are not 
willing to go that extra mile to service the country; unfavorable economic 
conditions may result in increased level of tax non-compliance and tax evasion.  
Quality of service to the public will be affected one way or the other.  Inevitably 
revenue targets may not be achieved.  This is a logical chain reaction and if it 
starts with low employee engagement, it would make sense to say that the first 
intervention must start there.   As a caring organization, SARS has the capability 
to be proactive and innovative.  It is of the opinion of the researcher that the 
journey must start with refreshing its human capital enhancement strategies.  
What SARS has to consider is the possibility of re-establishing and re-branding 
its employee value proposition in such a way that it is easy to understand and 
implement for all concerned.  Currently, it is not a well known or well understood 
concept.  Not many people knew exactly what it is, never mind implementing it.  
To further this discussion, the next section will take the reader through the most 
important components of talent management practices that are generally used 
and practices by large organizations.    
 
 
 
 
 
58 
 
2.4 Contemporary development theory and practice 
During the Cold War, the modernization theory and development theory 
developed in the West as a result of their economic, political, social, and cultural 
response to the management of former colonial territories. Western scholars and 
practitioners of international politics hoped to theorize ideas and then create 
policies based on those ideas that would cause newly independent colonies to 
change into politically developed sovereign nation-states (Wood, 2005).  
However, most of the theorists were from the United States, and they were not 
interested in third world countries achieving development by any model.  They 
wanted those countries to develop through liberal processes of politics, 
economics, and socialization; that is to say, they wanted them to follow the 
Western liberal capitalist example of a so-called "first world state." Therefore, the 
modernization and development tradition consciously originated as a Western 
(mostly U.S.) alternative to the Marxist and neo-Marxist strategies promoted by 
the "second world states" like the Soviet Union.  It was used to explain how 
developing third world countries would naturally evolve into developed first world 
countries, and it was partially grounded in liberal economic theory and a form of 
Talcott Parsons' sociological theory (Inglehart, 1997). 
Development studies are a multidisciplinary branch of social science which 
addresses issues of concern to developing countries. It has historically placed a 
particular focus on issues related to social and economic development, and its 
relevance may therefore extend to communities and regions outside of the 
developing world.  In fact, development studies can be considered at a number of 
scales. These go from the individual, the local community, the regional, the 
national and the global (Wood 2005:8). 
 
It is very interesting to note that the emergence of development studies as an 
academic discipline in the second half of the twentieth century is in large part due 
to increasing concern about economic prospects for the third world after 
decolonization.  In the immediate post-war period, development economics, a 
branch of economics, arose out of previous studies in colonial economics.  By the 
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1960s, an increasing number of development economists felt that economics 
alone could not fully address issues such as political effectiveness and 
educational provision. Development studies arose as a result of this, initially 
aiming to integrate ideas of politics and economics. Since then, it has become an 
increasingly inter- and multi-disciplinary subject, encompassing a variety of social 
scientific fields.  
 
Looking at contemporary literature regarding social development, human capital 
development and the effects of globalization, many authors have made 
significant contributions to the existing pool of knowledge.  However, there is still 
much to explore in today‘s constant changing environment.  When topics such as 
social development and human capital development are discussed, a certain 
degree of complexity in terms of measurement and analysis can be experienced.  
For example, when a government or an international agency wants to evaluate 
and assess the correlation between education and employment, they may 
encounter issues such as lack of historical data and measurement tool.  This may 
result in placing heavy assumptions in the research design and subsequently 
making undue predictions for the research findings.   
 
In development, all the modern advance in science, technology, democracy, 
values, ethics, and social organization fuse into the single humanitarian project of 
producing a far better world (Peet & Hartwick, 1999).  As Western societies edge 
into a postmodern era, it can expect to see changes in the social organization of 
the human studies. Paralleling broader social dynamics of dedifferentiation, both 
Peet and Hartwick anticipate the blurring or collapse of disciplinary boundaries, a 
breakdown of the rigid separation of science, morality and politics, deepening 
exchanges, the rise of social knowledge that combine genres.  
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As the human dynamics and demands of the workplace change in the global 
setting, in the past decade, the emergence of human capital management or 
sometimes referred to as talent management - a new, people-orientated 
approach to understanding and addressing global talent shortage - has lead to a 
growing recognition of a relationship between human resource studies and 
development.  One of the arguments that human resource studies presents is 
that in today‘s competitive job market, inefficiencies in talent management may 
have negative impacts on both social and economic development of a country.  
Poor human capital management may result in a serious outflow of talent from 
one country to another and this ‗brain-drain‘ phenomenon can hinder a country‘s 
social and economic development in a long run.  Thus it is in the best interest of 
both employers and employees to better understand these underlying 
development issues - understand each other‘s perspective in order to work better 
together and close the expectation gap.  In addition, for the purpose of this 
research, the findings will also contribute new and relevant ideas to the pool of 
existing knowledge that will in many ways assist human resource practitioners to 
better manage their organisation‘s workforce and employee value proposition.  
This again demonstrates that the relationship with studies of human capital 
development is but one example of the interdisciplinary nature of development 
studies.  
 
This chapter of literature review aims to capture the essence of a number of 
topics; topics that represent a more focused discussions on human capital 
development and management practices which form part of social development 
studies.  From the review discussions, the reader will be able to understand the 
most recent developments and trends in the human capital management space 
which will lead to a better appreciation of their significance in relation to overall 
social development.  In a detailed review of Parson‘s work in system theory, it 
was noted that when discussing social theory, employing analogies and 
metaphors from biological sciences has been a common strategy in the 
development of theoretical frameworks on social systems.  This strategy was 
basic to the ―organic analogy‖ which was common to social Darwinism and to 
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Spencer‘s evolutionary sociology.  Parsons sees social change in terms of an 
evolutionary adaptation of a social system to its environment, especially in terms 
of the structural differentiation of the parts of a system i.e. the tendency of 
―disturbances‖ of the system to result in a new level of equilibrium.   
 
To unpack it further, the major assumptions of this type of theory are therefore (i) 
all social systems are defined in terms of the relations between their ―internal‖ 
parts, and between the system and its environment; (ii) the notion of functional 
contribution is essential in understanding the continuity of various parts of a 
system, and sociology is directed primarily to the analysis of the functional 
significance of institutions in the survival of social systems; and (iii) it is the social 
system and not its social parts or institutions which is the referent of functional 
significance (Haines 1987).  In layman‘s terms, the task of sociology is to 
discover how various institutions (such as the family, the school, or the church) 
function, that is how they contribute to the continuity and survival of society as a 
whole.  In his later work, this concern for continuity and change in social systems 
was extended and developed by an interest in the new science of cybernetics 
that is how social system are directed and regulated by the storage and 
transmission of information.   
 
Parsons‘ early sociology was significantly influenced by two major issues: religion 
and biological sciences.  Against Marxism, Parsons argued that capitalist society 
could not be understood in exclusively economic (or materialistic) terms.  
Parsons was acutely interested in the impact of religious values on political and 
economic issues.  This influence in the whole contents of ―the social system” is a 
study of the value-orientations which are fundamental to social interaction, and 
which provide the normative structuring of social relationships.  Second, Parsons‘ 
interest in biological sciences involved him in a life-long concern for the scientific 
interrelationship between the natural and the social sciences.  The third major 
influence on his early development was the nature of economics as a science. 
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Furthermore, classical economics assumes that economic are rational and 
egoistic.  They satisfy their needs by egoistically attempting, through exchange, 
to maximize their competitive advantage.  Parsons argued that such theories 
cannot then explain social order, because it is perfectly rational for economic 
actors to use force and fraud to achieve their individual goals.  The society 
implied by economic theory is atomistic, unstable and possibly violent.  Parsons 
argued that as atomistic society of this character would involve a war of all 
against all. 
 
The second feature of Parson‘s argument was that, through an examination of 
four major social theorists (Marshall, Pareto, Weber, and Durkheim), one can 
detect a theoretical convergence towards what parson called a voluntaristic 
theory of action.  This convergence took place precisely because their 
rationalistic and positivistic theories could not simultaneously explain social order 
and rational action without recourse to residual categories.  One special difficulty 
with these theories is that because they defined rational as that which is 
compatible with experimental natural science, they could not arrive at a 
satisfactory theory of values, culture and meaning. 
 
The third major theme of the structure of social action was that the development 
of sociology of values is an essential task of sociology as a social science, if we 
are to grasp how the meaning of social action for the individual and the 
integrative functions of common values for the social system are necessarily 
linked.  Social order is possible if social actors share a culture of common values, 
which unites them together to share and perform co-operative activates.  It is 
these general values which determined the ultimate goals of action and which 
structure the norms by which the means of action are selected. 
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2.4.1 Modernization Theory 
 
Modernization theory is a theory of development which states that the 
development can be achieved through following the processes of development 
that were used by the currently developed countries.  Scholars such as Walt 
Rostow and A.F.K. Organski postulated stages of development applying to every 
country.  Samuel Huntington considered development to be a linear process 
which every country must go through.  Modernization Theory, in contrast to 
Classical Liberalism, viewed the state as a central actor in modernizing 
―backward‖ or ―underdeveloped‖ societies.  The Action theory of Talcott Parsons 
defined qualities that distinguished ―modern‖ and ―traditional‖ societies.  
Education was viewed as key to creating modern individuals.  Technology also 
played a key role in this development theory because it was believed that as 
technology was introduced to lesser-developed countries if would spur economic 
growth.  Another author who has written on the process of modernization is David 
S. Landes but not so much as a sheer theory but rather as a set of powerful 
propositions of the direction of world history.  One key factor in Modernization 
Theory I the belief that development requires the developed countries to aid 
developing countries to learn from their own progress.  In addition, it was 
believed that the lesser developed countries could then grow faster than 
developed countries and catch up; and that it is possible for equal development 
to be reached. 
 
2.4.2 Dependency theory 
 
While Modernization Theory understood development and underdevelopment as 
a result from internal conditions that differ between economies, dependency 
theory understood development and underdevelopment as relational.  It saw the 
world‘s nations as divided into a core of wealthy nations which dominate a 
periphery of poor nations whose main function in the system is to provide cheep 
labour and raw materials to the core.  It held that the benefits of the system 
accrue almost entirely to the rich nations, which become progressively richer and 
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more developed, while the poor nations, which continually have their surpluses 
drained away to the core, do not advance.  Developed in the 1950‘s, dependency 
theory shared many points with Rosa Luxembourg‘s and V.I. Lenin‘s earlier, 
Marxist, theories of imperialism; and dependency theory was embraced by many 
Marxists and neo-Marxists.  Dependency theorists held that for underdeveloped 
nations to develop, they must break ties with developed nations and pursue 
internal growth.  One type of policy crafted from this insight was Import 
substitution industrialization.  Modernisation theory failed to explain some critical 
issues patterning the underdeveloped nations such as demographic trends, 
difference in culture, geographical positions. 
 
2.4.3 World systems theory 
 
In response to some of the criticisms to Dependency Theory came World System 
Theory, which the division of periphery and center was further divided into a 
system consisting of the core, semi-periphery and periphery.  In this system, the 
semi-periphery lies between the core and periphery and is exploited by the core 
and the exploits the periphery.  This division aims to explain the industrialization 
within lesser developed countries.  World Systems Theory was initiated by 
Immanuel Wallenstein in, among other writes, World Systems Analysis (Durham 
NC: Duke University Press, 2004), and focuses on inequality as a separate entity 
from growth in development and examines change in the global capitalist system.  
One distinguishing feature of this theory is distrust for the state and a view in 
which the state is seen as a group of elites and that industrialization cannot be 
equated with development.   
 
2.4.4 Uneven and combined development 
 
Uneven and combined development is a Marxist concept to describe the overall 
dynamics of human history.  It was originally used by the Russian revolutionary 
Leon Trotsky around the turn of the 20th century, when he was analyzing the 
developmental possibilities that existed for the economy and civilization in the 
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Russian empire, and the likely future of the Tsarist regime in Russia.  It was the 
basis of his political strategy of permanent revolution, which implied a rejection of 
the idea that a human society inevitably developed through a uni-linear sequence 
of necessary ―sages‖.  At first, Trotsky intended this concept only to describe a 
characteristic evolutionary pattern in the worldwide expansion of the capitalist 
mode of production from the 16th century onwards, through the growth of a world 
market which connected more and more peoples and territories together through 
trade, migration, and investment.  His focus was also initially mainly on the 
history of the Russian empire, where the most advanced technological and 
scientific developments co-existed with extremely primitive and superstitious 
cultures.  However, in the 1920s and 1930s, he increasingly generalised the 
concept of uneven and combined development to the whole of human history, 
and even to processes of evolutionary biology, as well as the formation of the 
human personality.  
 
 
2.4.5 Development economics theories 
 
A number of theories are concerned with how economies develop over time.  
Some of these theories include: 
 
Comparative advantage:  Predicts all countries gain if they specialize and trade 
the goods in which they have a comparative advantage.  This is true even if one 
nation has an absolute advantage over another county. 
 
Rostovian take-off model:  A linear theory of development that argues that 
economic modernization occurs in five basic stages of varying length – traditional 
society, preconditions for take-off, take-off, drive to maturity, and high mass 
consumption. 
 
Harrod-Domar model:  Explains an economy‘s growth rate in terms of the level of 
saving and productivity of capital. 
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Dual Sector model:  Explains the growth of a developing economy in terms of a 
labour transition between two sectors, a traditional agricultural sector and a 
modern industrial sector (also known as the Lewis model) 
 
2.4.6 Maslow‘s hierarchy of needs 
 
This theory (Maslow, 1970) is possibly the best known of all motivation theories.  
It calls attention to human needs as the drivers of behaviour.  Needs are aspects 
of people‘s lives that need fulfillment, and which therefore initiate, direct, and 
sustain behaviour towards satisfaction.  A manager can motivate staff by 
identifying what their work needs are and satisfying those needs.  The theory 
proposes a hierarchy of five levels of needs, classified as higher order and lower 
order needs.  The theory is based on a satisfaction-progression assumption.  For 
Maslow, individuals first seek to satisfy lower order needs before higher order 
needs.  Once a need is satisfied, that nee no longer serves to motivate the 
individual.  Since individuals strive continuously to satisfy higher order needs, a 
higher order need then emerges as the primary motivator for behaviour.  The five 
levels in the hierarchy are listed below: 
 
 Physiological needs (lowest order of needs) 
 Safety needs 
 Social needs 
 Ego needs 
 Self-actualization needs (Highest order of needs) 
 
Organizations and managers often place demands on individuals that are 
incongruent with their needs.  Individuals are expected to be passive, dependent, 
and subordinate, to have a short time perspective, and only to use and develop a 
few superficial abilities in an environment that provides them with minimal control 
over their work (Argyris, 1988).  This incongruence often leads to frustration, 
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conflict, and failure.  Managers need to strive towards congruence between the 
needs of the organisation and the needs of individual employees.   
 
Using Maslow‘s theory, managers can motivate individual staff and ensure 
performance by identifying those needs of individuals that initiate and direct 
behaviour, considering which needs have been satisfied and which stil need to 
be satisfied, and then satisfying those needs appropriately at the right time.  Such 
needs are satisfied through the offering of suitable rewards.  Managers need to 
meet all the needs of employees, implying that a satisfied need must continue to 
be met.  Man business managers make the mistake of only satisfying lower order 
needs, which do not meet all the needs of their employees. 
 
In working with individual needs and their satisfaction, managers need to 
acknowledge that each individual is unique and that their needs may change over 
time.  It also needs to be recognised that the cultural background of individuals 
will influence the needs that drive their behaviour. 
 
2.4.7 Alderfer‘s theory 
Alderfer‘s EGR theory (1972; Robbins, 1998) is similar to Maslow‘s theory in that 
needs are structured in a hierarchy, but Alderfer proposed only three sets of 
needs:  existence, relatedness, and growth.  While Maslow‘s theory is based on 
the satisfaction-progression assumption,  Alderfer contributed the frustration-
regression hypothesis (Gibson et al., 2000; Hellriegel, Jackson, Slocum, et al., 
2001).  This argues that when employees are frustrated in meeting higher order 
needs, the next lower order needs re-emerge to influence the employees‘ 
behaviour to seek satisfaction of that lower order need.  The sets of needs are 
described below: 
 Existence needs:  These are need for physical and material well-being.  
Existence needs are similar to Maslow's physiological needs and security 
needs. 
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 Relatedness needs:  These entail the need to establish and maintain 
relations with others.  Relatedness needs are similar to Maslow‘s social 
needs. 
 Growth needs:  These include the needs to be productive and to 
contribute.  Growth needs are similar to the esteem and self-actualization 
needs identified by Maslow. 
As a need theory, the application is similar to that of Maslow‘s theory, except that 
Alderfer‘s theory explains that, if need satisfaction does not happen, employees 
frustration results.  The theory assists managers in understanding employee 
frustration.  It alerts managers to identifying the cause of the frustration, which 
may be due to one or another blockage to the person satisfying his or her needs 
at the next higher level.  It can also explain performance problems and the focus 
by employees on particular lower order needs. 
 
2.4.8 Herzberg‘s motivation-hygiene theory 
According to this theory, the factors of satisfaction are quite different from those 
of dissatisfaction (Herzberg et al., 1959; Herzberg, 1969).  When employees feel 
dissatisfied with their jobs, it stems from environmental (hygiene) factors such as 
working conditions, pay, supervision, and relations with others.  On the other 
hand, intrinsic factors (motivators) such as achievement, responsibility, and 
advancement are determinants of job satisfaction. 
Herzberg‘s theory classifies the environmental factors as ‗hygiene‘ or 
‗maintenance factors‘ drawing an analogy with the medical meaning of the word 
‗hygiene‘ as preventative, since, if they are neglected, performance will be 
adversely affected.  The intrinsic factors relate more to the content of the job than 
to its context and are referred to as ‗motivators‘, since they have a positive effect 
on jot satisfaction and performance.  The following table sets out the division 
between hygiene factors and motivators: 
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Table 2.5   Hygiene factors and Motivators 
Hygiene factors Motivators 
Company policy and administration Work itself – interesting job 
Supervision Opportunity to achieve in the job 
Interpersonal relationship with peers and 
supervisor 
Recognition for accomplishment 
Working conditions Challenging work and growth options 
Status Responsibility in the job 
Job security Growth 
Salary Advancement 
 
(Source:  Adapted from Herzberg 1968)  
From this theory, job satisfaction and job dissatisfaction are not opposite end of 
the same continuum.  Hygiene factors are independent from motivators.  Hygiene 
factors, if neglected, can make an employee dissatisfied, but if addressed 
through good pay, pleasant working conditions, and so forth, they do not 
contribute significantly to job satisfaction and performance.  Equally, if motivator 
factors are present, they will cause satisfaction, but their absence will not cause 
dissatisfaction unless the hygiene factors are also inadequate.  The theory 
proposes a dual continuum, the opposite of satisfaction being no satisfaction, and 
the opposite of dissatisfaction being no dissatisfaction. 
 
2.4.9 McClelland‘s theory 
McClelland (McClenlland, 1961; Robbisn, 1998), like Maslow and Alderfer, also 
saw motivation in terms of needs, but unlike Maslow and Alderfer he did not see 
the needs in the form of a hierarchy in which individuals move up or down.  For 
McClelland, an individual learns needs – or what he calls motivates – from 
interacting with others in their social environment.  McClelland specifies three 
categories of motives: 
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 Need for achievement:  Individuals have a need to do what they do well.  
They strive to succeed and achieve in relation to a standard, and they 
seek challenge. 
 Need for power:  The desire to control others and their own behaviour.  
For someone who has high need for power, the manager can provide the 
person with responsibility in the job. 
 Need for affiliation:  The need to have friendly and mutually beneficial 
relations with other people.  
As with the theories of Maslow and Alderfer, the manager needs to identify the 
needs of employees and set about meeting them.  The challenge is to balance 
the needs of individuals and of the organisation, given the resources of the 
organisation.  McClelland draws attention to the idea that needs are learned.  
This implies that managers can use training and development as an intervention 
to develop needs that are compatible with the requirements and resources of the 
organisation. 
 
2.4.10  Reinforcement theory 
 
Skinner‘s reinforcement theory (Skinner, 1974; Hilgard, Atkinson, & Atkinson, 
1979; Gibson et al., 2000) is a learning approach and not strictly speaking a 
theory of motivation (Robbins, 2001)  The theory not only provides insight into the 
way that people learn, but also provides valuable insight into what influences 
behaviour and into the tools a manager can use to motivate staff.  Based on the 
application of extrinsic rewards such as pay, benefits, and praise (Tosi, Rizzo & 
Carroll, 1994), the argument underlying the reinforcement theory is that 
reinforcement conditions behaviour.  That is, both positive reinforcement and 
negative reinforcement increase the likelihood of behaviour being repeated 
(Robbins, 2001).  A manager can consequently shape an employee towards 
desired behaviour by using a combination of positive and negative 
reinforcements.  Behaviour can also be influenced by using punishment for 
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extinction, particularly in cases where the likelihood of behaviour needs to be 
reduced. 
 
Any manager who wants to influence the behaviour of the employees in the 
organisation can do so by changing the consequences of their behaviour.  For 
example, if the manager praise employees who go the extra mile in serving 
customers, this acts as a positive reinforcement for this behaviour, and the 
employee is likely to be of service to the next customer encountered as well.  The 
manager also needs to be aware that his or her response or a lack of response 
on a day-to-day basis to employee behaviour will serve to encourage or 
discourage that behaviour.  This draws attention to the importance of emotional 
intelligence in managers, in their becoming more aware of their own behaviour 
and it s effects on others. 
 
 
2.4.11   Conclusion 
 
In essence, this research is about understanding the relationship between the 
employer and the employee.  The researcher has briefly touched on the origins of 
the development theory but the focus is more on the needs theory and the 
motivation theory that are more specific on relevant on human capital 
development in the social context.   It is a known fact that employees do not 
leave the organization, they leave their managers.  This part of the literature 
review implies that building an effective employee value proposition has much to 
do with training of the line managers.  Line managers are at the forefront of 
managing the human capital of the organisation and shoulder much of the 
responsibility for attracting, retaining and effectively utilising the human resources.  
Motivation is an important factor in initiating, guiding, sustaining, and stopping 
behaviour.  This has important implications for managers aiming to achieve the 
strategic objective of an organisation through individual performance.  To 
influence individual performance, a manager needs to understand and know how 
to motivate staff for high performance. 
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To enable its line managers to effectively manage people, the organisation needs 
to put in place the necessary supportive measures.  Consideration needs to be 
given to organisation policies, structures and systems, relationship both internally 
and externally the attractiveness of a job in terms of its design and opportunities 
for growth, how people are led, and of course, how they are paid and how much 
they are paid.  By addressing these aspects effetely, the organization can forge a 
successful partnership with its managers to win the war for talent.  The next 
section of literature review deals with a number of case studies.  Every case was 
unique, and every solution grew out of each company‘s strategy for growth.  And 
while it is understood that solutions devised by one company cannot be grafted 
onto another, it is expected that the diagnostic processes and values embraced 
by these success stories may prove to be an inspiration and guide for any 
enterprise seeking to strengthen its most valuable asset – its talent.  
 
 
2.5 Related case studies 
 
In this section, the researcher will discuss briefly a number of case studies that 
were conducted by international companies such as Murray & Roberts Limited, 
McDonald‘s, Internal Revenue Service and Microsoft Corporation.  It is 
interesting to note that no company is immune to the dynamic changes that are 
taking place in today‘s competitive business environment.  The only way to 
survive and prosper is to change with change.  Each case study was supported 
by detailed research conducted by these companies internally.  They are all quite 
different in nature and style but all aim at the same objective - improving 
employee attraction, development and retention.  In every right, they represent 
outstanding examples of how talent management can be done and should be 
done in specific settings and circumstances.  Based on the these case studies, a 
list of next generation talent management practices, that is, what talent 
management programmes of the future should include will be discussed.   
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For SARS to successfully redefine and implement an attractive EVP, lessons 
learnt from these international companies can provide profound influences and 
guidance.  
 
2.5.1 Murray & Roberts Limited 
 
Murray & Roberts is South Africa‘s leading engineering, contracting, and 
construction services Company.  It has created employment, developed skills, 
installed infrastructure, delivered services, applied technology, and built capacity 
throughout South and Southern Africa for 106 years, making a significant 
contribution to sustainable socio-economic development in the region.  The 
Murray & Roberts value proposition is defined through its non-negotiable 
commitment to sustainable earnings growth and value creation.  The Group 
aspires to world-class fulfillment in everything it does, through its core 
competence in industrial design, delivering major projects and services primarily 
to the development of emerging economies and nations (Soares, 2008). 
 
During 2005, the group encountered a business challenge where senior 
management realized that their talent management processes and practices 
such as performance management, development and succession were not 
formalized and in some cases non-existent.  There was no centralized talent 
inventory or succession plan for the entire group.  This was flagged as a real 
threat that would impact on business success in delivering on its high-profile 
order book in the long run. 
 
In September 2006 after extensive research, they started to rebuild a new 
strategic framework for managing talent – an integrated approach to managing 
and growing talent using toolkits based on Steve Drotter‘s Leadership Pipeline 
philosophy.  In the past, individuals were only measured on bottom-line delivery, 
resulting in a myopic view of performance that did not support sustainability or 
the Group‘s growth strategy.  With their new measurement system, it ensures 
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that individuals are measured and developed on both what they need to deliver 
as well as how they need to deliver – results and behaviours.   
 
Great lesson learned from Murray & Roberts case study is that their revised 
leadership pipeline ―philosophy‖ allowed the group to segment work into various 
leadership layers and to define what output is required at each layer.  This 
became a proven model for identifying future leaders, assessing their 
competence, planning their development, and measuring their performance 
results.  The new approach supports a culture of sustainable results and 
continuous improvement that is imperative to the company‘s growth strategy. 
 
2.5.2 McDonald‘s 
 
For most of its fifty-eight years of existence, McDonald‘s has been quite 
successful growing its business while utilizing a decentralized approach to 
managing its global workforce.  With more than thirty-thousand restaurants in 118 
countries serving fifty-five million customers per day, indeed, MacDonald‘s is the 
king of the fast food industry internationally.  However, despite many years of 
outstanding business results and growth, business performance began to falter.  
For the fourth quarter of 2002, in fact, the company declared the first loss in its 
history.     
 
According to Intagliata & Kulick (2008), in contract to the significant problems 
surfacing in the company‘s business results, however, the ratings of managers in 
McDonald‘s performance management system were incredibly high and 
suggested that everyone was doing an outstanding job.  More specifically, more 
than 90 percent of the managers were rated either ―outstanding‖ or ―excellent‖ 
and 75 percent were assessed as having the potential to advance to take on 
greater responsibilities.  Senior management recognized that something was 
wrong with this picture.  It was clear that the bias toward inflated ratings of both 
performance and potential did not align with the overall performance of the 
business.   
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Furthermore, senior management noted that, despite the very high ratings of 
employees‘ potential throughout the system, when key leadership positions 
actually needed to be filled, the company was frequently having difficulty finding 
individuals everyone could agree were truly ready for these roles.  These factors 
led senior management of the company to begin to take significant actions to 
upgrade the company‘s talent management systems and processes on a global 
basis.  This included five separate initiatives that have been introduced in the 
past eight years to strengthen the areas of performance development, 
succession planning, and leadership development.   
 
Great lesson learned from this case study is that McDonald‘s realized that 
sustained success requires the development of more consistent and disciplined 
approach to talent management and development.    Drastic changes were taken 
to improve its talent development and retention strategies, the process was 
described by many of their employees as ―painful‖ and ―uncomfortable‖ but it 
yielded turnaround results for McDonald‘s putting them back on the map. The 
long term benefit is that employees become more aware of what they need to 
achieve and as a result, they feel more engaged to do more for the organization. 
 
2.5.3 Internal Revenue Service (IRS) in the U.S.A. 
 
The Internal Revenue Service was established in 1862 by US President Lincoln 
and Congress to help pay for the Civil War.  It is the largest tax administration 
agency in the world with the following stats: 
 2007 total federal tax receipts:  $ 2.7 trillion (about 30 times more than SA) 
 79000 full time employees (about 5 times more than SARS) 
 8760 managers in 2008  
 260 executives;  
 1897 senior and department managers; and 
 6603 front-line managers 
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According to Clayton, Baugh, Mathew & Ferrero (2008), IRS has a very clear 
mission statement – ―Provide America‘s taxpayers top quality service by helping 
them understand and meet their tax responsibilities and by applying the tax law 
with integrity and fairness to all.‖  The IRS operates in a fast-paced, highly 
regulated environment as it collects the revenue for the U.S.A.  The IRS cannot 
achieve its mission without highly skilled and high-performing workforce.  In 1998, 
IRS undergone a significant ―restructuring‖ which placed emphasis on civil and 
criminal enforcement actions to collect delinquent taxes and encourage voluntary 
compliance.  The reform fostered a focus on balancing enforcement actions with 
programmes that promoted taxpayer education and outreach and enhanced the 
way the IRS serves the taxpaying public.  Recognizing that the ―new‖ IRS would 
require new and different leadership skills and behaviours, Commissioner 
Charles Rossotti directed a review of IRS leadership competencies.  The new 
competency model designed was implemented in June 2001 and has helped 
leaders to foster a business culture that uses service, education, and 
enforcement to help promote voluntary tax compliance and support the IRS 
mission. 
 
The biggest challenge that IRS has to face was the high volume of natural 
attrition according to the Office of Personnel Management (OPM) projections.   
According to OPM, more than 550,000 federal employees – almost one-third of 
the entire full-time permanent workforce – will leave the federal government by 
the end of 2012.  Although the majority of attrition is expected to occur through 
retirement, the current economic situation will likely impact this projection.  The 
IRS faces concerns similar to those of the rest of the federal government as it 
contends with the potential loss of a significant number of its current leaders by 
end of 2010.  The IRS estimates that an ever-increasing number of its leaders 
will be eligible to retire over the next few years.  Projections indicate that almost 
56 percent of IRS executives and managers will be eligible to retire by the end of 
2010.  This means that between now and 2018 IRS faces a shortfall of 3,400 
leaders – with a need to hire about one manager per day during this timeframe to 
contend with this shortfall.  However, leadership succession was primarily ad-hoc 
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and placements were largely uncoordinated.  Information on succession risk was 
unavailable across the service and competency gaps were unknown. 
 
In 2008, Commissioner Douglas Shulman, initiated the ―Workforce of Tomorrow‖ 
Task Force to expedite the transformation process.   He stated that ―the goals of 
this task force are straightforward: to make the IRS the best place to work in 
government, and to ensure that five years from now we have the leadership and 
workforce ready for the next fifteen years at the IRS.‖  Assisted by Booze Allen & 
Hamilton, the IRS developed its competency model based on behavioral event 
interviews of thirty-five top IRS executives that identified five leadership core 
responsibilities and twenty-one competencies to establish and sustain the 
behaviors required to transform both the people and the organization into an 
effective ―engine‖ to achieve business success.  IRS also consulted with the Hay 
Group for the quality of its research and the intellectual rigor of its work.  Hay 
Group has longstanding expertise in competency development, validated the 
competencies against its voluminous database and described the behaviour 
characteristics demonstrating each competency.   
 
The Department of the Treasury and Office of Personnel Management were 
closely involved in this process, providing input and support as the new 
competency model was constructed.  Ultimately, OPM approved the IRS 
proposal to link competencies directly to the performance plan used to evaluate 
all managers. This makes IRS the first federal government agency to directly link 
leadership competencies to the core responsibilities contained in a manager‘s 
annual performance agreement. Thus, IRS managers establish their 
accountability by developing their annual performance commitments (what) 
based on both desired business results and the competency-based behaviours 
(how) required for achieving them.  In addition, the IRS designed a new 
management selection process that assesses both past performance and future 
potential in applying the IRS leadership philosophy and competencies on the job.  
Thus, effective reinforcement of the competency model occurs by integrating 
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processes for how IRS leaders are selected, developed, evaluated, and 
recognized. 
 
It is the opinion of the researcher that the most important lesson learnt from the 
IRS case study was their succession planning methodology.  Succession 
planning is all about an organization‘s ability to identify qualified candidates for a 
position prior to the position becoming vacant.  IRS managed to create a 
leadership succession environment which enhances its ability to maintain internal 
continuity and sustainability of operations.  Employees understand exactly where 
they are at in terms of clearly defined technical and behavioural competences 
and they are motivated to develop themselves to become eligible for the next 
level.  The philosophy of ―promotion from within‖ empowers talented employees 
to excel.  This type of ―ideology‖ is something that SARS definitely needs to learn 
from because based on the SARS focus group discussions in chapter five, many 
employees indicated that SARS has this culture of believing that the best talent is 
from outside.  Many of the senior positions are being filled by external candidates 
who may not have worked a day in SARS before.  This de-motivates employees 
to strive for excellence because they cannot see where they can possibly grow in 
the organization.   
 
2.5.4 Microsoft Corporation 
 
Microsoft Corporation, established in 1975, is a well-known American public 
multinational corporation that primarily develops, manufactures, licenses, and 
supports a wide range of products and services relating to computers and 
software.  They are the market leaders dominating in the home computer 
operating system market with MS-DOS in the mid-1980s, followed by Microsoft 
Windows line of operating system.  With a workforce of 91000 employees, it is 
one of the biggest IT companies in the world.  They operate within thirteen 
geographic ―areas‖ and have more than ten vertical segments, sectors, and 
functions across the globe.   
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According to Wallis, Underhill & McNamara (2008), Microsoft is a company that 
really provides employees ample learning and development opportunities.  With 
an annual spend of $ 375 million, it provides formal education programs directed 
at their employees, managers, and leaders. All their courses and programs are 
offered by its corporate learning and development team and other profession-
specific learning groups throughout the company.  In addition to the development 
offered to all employees, Microsoft invests in a smaller group of employees who 
have the potential for, and strong interest in, taking on more senior, critical roles 
as individual contributors or managers.  These individuals are identified and 
considered for more focused career development, which includes participation in 
one of the several professional development experiences known as high potential 
development programmes.  
 
The big challenge which Microsoft experienced back in 2004 was that these 
individual programmes aimed at developing ―high potentials‖ were not aligned to 
Microsoft‘s leadership career model and were not easily scalable.  Furthermore, 
consistent criteria for identifying high-potentials did not exist.  In most instances, 
areas and segments independently determined the number of ―high-potentials‖ 
they wanted to develop.  This impacted the larger talent management system 
and made movement among programmes difficult when employees changed 
areas, segments, sectors, or functions.  Given the various objectives of these 
programmes, the experience of high-potential training was inconsistent.  As a 
result, Microsoft realized that in order to build the pipeline of their future leaders, 
they needed to align high-potential development programmes with a focus to 
create a consistent experience and results. 
 
They began with questions.  What is a high-potential?  How is high-potential 
talent identified?    How many ―high-potentials‖ are needed to meet future 
demand?  Finally, how is the development of high-potentials accelerated? The 
answers to these questions led to a new programme, Leaders Building Leaders 
for Exceptional Potential.  Leaders Building Leaders is a leadership development 
philosophy that sets up a cascading approach to the investment of time and 
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resources by current leaders into emerging leaders at next career stage level.  
Microsoft applied this leadership development philosophy across less than four 
percent of the population; roughly about 1600 high-potentials in 107 countries 
were identified for the accelerated development programme. 
 
Microsoft heavily leveraged the Corporate Leadership Council‘s 2005 empirical 
study, ―Realizing the Full Potential of Rising Talent‖, as they define high-potential 
as someone with the ability, commitment, and aspiration to advance to and 
succeed in more senior, critical roles.  They also differentiated a high-potential 
from a high-performer.  A high performer may demonstrate exceptional ability, 
but may not demonstrate commitment and /or aspiration to advance to more 
senior roles or to do so in an accelerated timeframe.  Once the high-potential 
talent is identified, they are sorted in different ―career stages‖.  This new 
methodology of sorting high-potentials into career stages plays a very important 
role in giving each individual a unique and personalized development experience, 
whereas in the former programme, high-potentials were grouped regardless of 
career stage and received similar development opportunities.   Once sorted into 
the appropriate ―tiers‖, the high-potentials‘ development experience begins.  
Underlying all development are five drivers of accelerated development for high-
potentials at Microsoft.  The five drivers listed below are development activities 
that significantly impact the development of high-potential leaders and are 
derived from two primary sources, the Corporate Leadership Council (2005) and 
(McCall & Hollenbeck, 2002): 
 Senior leadership commitment to developing leaders; 
 Manager capability and engagement in the development high-potentials; 
 A professional network that allows for contacts throughout the business;  
 A high-quality, customized stretch development plan with clear objectives;  
 On-the-job experience. 
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Great lesson learned from the Microsoft case study is that a successful 
development process requires a strong partnership between the high-potentials, 
their managers, skip-level managers, and HR.  They recognized that the 
partnership is vital for ensuring a concentrated ―high touch‖ and personalized 
learning experience for each high-potential member.  And it is important to 
highlight that although their high-potential development process is self-managed 
by the high-potential member with approval, collaboration, and encouragement 
from his or her manager, skip-level manager, and HR, it was noted that without 
all the ―gatekeepers‖ contributing time, thought, and effort, the member may not 
develop at the desired accelerated rate.  Microsoft‘s Leaders Building Leaders 
philosophy transformed its high-potential development experience to a new level 
that integrates assessment, coaching, mentoring, learning circles, action learning, 
and business conferences, empowering high-potential employees to grow at an 
accelerated pace as well as providing the organization with a group of highly 
capable, committed and aspired future leaders. 
 
2.5.5 Avon Products, Inc. 
 
Avon Products is a 122-year-old company originally founded by David McConnell, 
a door-to-door book seller who distributed free samples of perfume as an 
incentive to his customers.  He soon discovered that customers were more 
interested in samples of his rose oil perfumes than in his books and so, in 1886, 
he founded the California Perfume Company.  Renamed Avon Products in 1939, 
the organization steadily grew to become a leader in the direct selling of 
cosmetics, fragrances, and skin care products.  With its footprint in forty countries, 
by 2005, this $8 billion enterprise, by all typical financial metrics, is a very 
successful company.  
 
According to Effron (2008), in early 2006, Avon focused on the economic 
empowerment of women around the world, began the most radical restricting 
process in its 120-year history.  Driving this effort was the belief that Avon could 
sustain its historically strong financial performance while building the foundation 
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for a larger, more globally integrated organization.  However, later that year in 
2006, it found itself challenged by flattening revenues and declining operating 
profits.  While the situation had many contributing causes, one underlying issue 
was that Avon had grown faster than portions of its infrastructure and talent could 
support.   
 
As with many growing organization, the structures, people, and processes that 
were right for a $5 billion company were not necessarily a good fit for a $10 
billion company.  Faced with these challenges, CEO Andrea Jung and her 
executive team launched a fundamental restructuring of the organization.  As the 
turnaround was launched, they discovered that numerous gaps existed in Avon‘s 
existing talent practices.  To their surprise, they admitted that they were unable to 
identify and produce talent.  After reviewing Avon‘s existing talent practices, the 
talent management team identified six overriding weaknesses that hurt their 
effectiveness.  They are summarized below in six adjectives:  
 
 Opaque – Neither manager nor Associates knew how existing talent 
practice worked or what they intended to do.  To the average employee, 
these processes were a black box operation. 
 
 Egalitarian – Avon adopted a ―one-size-fits-all‖ culture when it comes to 
treating Associates.  As a result, high performers were not enjoying a 
fundamentally different work experience and low performers were not 
managed effectively. 
 
 Complex – The performance review pack was ten pages long and the 
succession planning process was cumbersome.  Complexity existed 
without commensurate value.   
 Episodic – Employees surveys, talent reviews, development planning, and 
succession planning, when done at all, were done at a frequency 
determined by individual managers around the world. It was random and 
in consistent.  
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 Emotional – Decisions made on talent movement, promotions, and other 
key talent activities were often influenced as much by individual 
knowledge and emotion as by objective fact.  It became a ―who you know‖ 
rather than a ―what you know‖ practice.  It was unfair and unprofessional. 
 
 Meaningless – No talent practice had ‗teeth‘.  HR could not answer the 
most basic question a manager might ask about talent practices – ―What 
will happen to me if I do not do this?‖  Talent management existed without 
a clear direction or purpose. 
Based on the ‗Top Companies for Leaders study‘ (Effron, Greenslade, & Salob, 
2005) and philosophies of executive coach Marshall Goldsmith (2206), Avon 
developed their talent practices with two key guiding principles.  Firstly, execute 
on the ‗what‘ and secondly differentiate on the ‗how‘.  They wanted and built a 
practice that was quick to build, easy to use and most of all, effective.  Great 
lessons learnt from the Avon case are, firstly, they believed that fundamental 
talent practices (that is, performance management or succession planning) would 
deliver the expected results if they were consistently and flawlessly executed.  
They built their talent practice exactly around that principle supported by sound 
academic research.  Secondly, Avon‘s top executives were honest about their 
failures in admitting the six adjectives that described Avon‘s current processes 
were largely responsible.  They again drew inspiration from Marshall Goldsmith‘s 
revolutionary recreation of the executive caching process.  They adopted a staid, 
academic therapy model for improving leaders and turned it into a simple but 
powerful process that was proven effective in changing leaders‘ behaviours.  As 
the result the six new objectives now describing Avon‘s talent practices are 
‗transparent, differentiated, simple, disciplined, factual and consequential.‘ 
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2.5.6  Conclusion 
Having gone through the abovementioned case studies, it gives one a sense of 
comfort in the sense that even international companies, all widely recognized as 
among the best in the world, also needed to ‗own up‘, face their problems and 
work together to improve their situation.  The reviews of these case studies are 
intended to give the reader some insight into what other companies had to deal 
with to boost their talent management practices and align to company strategic 
objectives.  Their stories really provide invaluable lessons on how to succeed 
during crisis or growth modes and economies.  In a way, as best practice 
organizational champions, they share many similar attributes, including openness 
to learning and collaboration, humility, innovation and creativity, integrity, a high 
regard for people‘s needs and perspectives, and a passion for change.  They are 
summarized below: 
 
Table 2.6 Case study summary 
Company Challenges Solutions 
Murray & Roberts 
(106 years in  business)  
Performance management, 
PDP and succession planning 
were not formalized; 
employees concentrate too 
much on achieving the bottom-
line and neglected to develop 
their soft skills 
Rebuild an integrated talent 
framework based on Steve 
Drotter‘s Leadership Pipeline 
philosophy:  ensuring employees 
are measured and developed on 
both what they need to deliver as 
well as how  they need to deliver 
McDonald’s 
(30 000 restaurants in 
118 countries serving 55 
million customer per day) 
Company performance 
declined but employee 
performance scores remained 
incredibly high – indicating 
inflated ratings and lack of 
consistency (if everyone is a 
star performer, no one is) 
 
Implemented 5 separate initiatives 
over the past eight years to build 
cross-cultural awareness among 
participants; talent review 
template was simplified; 3 year 
forecast planning for leadership 
requirements including positions, 
people and competencies 
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Internal Revenue 
Service  
(79 000 employees 
collecting $ 2.7 trillion a 
year in the USA) 
High volume of natural attrition 
due to retirement; more than 
50% of the IRS executives and 
senior managers were eligible 
to retire by end of 2010.   
Assisted by Booze Allen & 
Hamilton and Hay group, IRS is 
the first government agency to 
link competencies directly to the 
performance plan to evaluate all 
managers.  Focusing on both the 
What and the How 
Microsoft Corporation 
(36 years in business; 
91000 employees) 
High potential development 
programmes were not aligned 
to Microsoft‘s leadership 
career model.  The selection 
process of people to attend 
these programmes is not 
consistent  
Microsoft has chosen its talent 
management effort around the 
five areas that according to 
Corporate Leadership Council, 
have the most significant impact 
on high-potential development 
AVON 
(122 years in business) 
 
 
 
Due to rapid growth, Avon did 
not have all the structures, 
people and processes to 
handle the change.  Had to 
restructure;  Talent 
management team existed but 
did not function as it supposed 
to ; they could not identify and 
produce talent – lack of 
direction and focus 
Turned talent management 
process from Opaque, egalitarian, 
complex, episodic, emotional, and 
meaningless to transparent, 
differentiated, simple, disciplined, 
factual and consequential. 
 
In summary, the success of any organization requires deliberate intervention and 
serious investment of time and resources.  There are no coincidences, no free 
lunch.  Furthermore, these case studies have demonstrated that human capital 
planning is a key component to their success.  The importance of designing and 
aligning company EVP to strategic objectives need to treated as top priority.  In 
the next chapter, the nature and choice of research methodology used is 
discussed.  The aim is to enlighten the reader regarding the operational 
processes of the study which encompasses the research design, the quantitative 
and qualitative nature, unit of analysis, population and sampling of the study.  It 
also highlighted the process of how data would be gathered and concluded with 
the limitation of the research.    
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CHAPTER 3 
RESEARCH METHODOLOGY 
 
"Ability is what you're capable of doing. Motivation determines what you do.  
Attitude determines how well you do it."  
                                                                                             -  Lou Holtz 
 
 
 
There are two major approaches to scientific research i.e. the qualitative and the 
quantitative approach.  Kayrooz and Trevitte (2003:114) provide the following 
table which summarizes the fundamental differences between the two 
approaches as described below: 
 
Table 3.1   Two major approaches to scientific research 
Research approach Qualitative Quantitative 
Level of knowledge 
about the topic 
A little known about the topic A lot known about the topic 
Purposes To understand and to explain 
from actors‘ own frame of 
reference 
To seek causes and to predict 
social phenomena 
Orientation Close to the data; the ―insider‖ 
perspective 
Removed from the data; the 
―outsider‖ perspective 
Main questions What is your experience of this 
event?  What are the useful 
explanations or interpretations of 
this event? 
What is associated with this 
event?  What facilitates or 
inhibits this event?  What are the 
causes and consequences of 
this event? 
Strength Valid:  real, rich, deep data Reliable:  Hard and replicable 
data 
Philosophical 
underpinning 
Naturalistic, constructivist 
(includes critical theory and 
postmodernism) 
Positivism and post-positivism 
(experimental, and correlational 
research) 
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Research, according to the Shorter Oxford English Dictionary (1973:1804), is ―an 
investigation directed to the discovery of some fact by careful study of a subject; 
a case of critical, or scientific inquiry.‖  One of the major distinguishing 
characteristics of a pure quantitative research is ‗structure‘ - the elements of the 
research design e.g. hypothesis, formation, measurement, sampling, data 
analysis and so on are specified prior to data collection.  This ensures that data 
collected are systematically analysed and sorted statistically.  On the contrary, in 
a pure qualitative research, the researcher attempts to understand people in 
terms of their own definition of their world and very often the sampling, methods 
of data collection, techniques of data analysis are based on the philosophical 
perspective that reality is subjective and knowledge can be achieved and shared 
through the interpretation of experience (Langton, 2000).   
 
Applying the basic principles stated above, at the first glance, it would seem 
appropriate to adopt a qualitative approach to satisfy the objective of this study 
i.e. to find solutions to bridge the expectation gap between the perceived SARS 
(the brand) and the actual SARS (the real experience).  However, after careful 
consideration, a pure qualitative approach is simply not sufficient.  A suitable 
research methodology is not only the vehicle that delivers the product but also 
ensures the smooth running of the data collection and data analysis processes.  
Therefore, it is appropriate to make use of both quantitative and qualitative 
approaches in order to benefit from the merits of each approach.  Adaption of this 
mixed approach is supported by Creswell (2003: 22) where he commented that ‗a 
mixed methods design is useful to capture the best of both quantitative and 
qualitative approaches‘.  De Vos (2002) is also of the opinion that the researcher 
gains the advantages of both methods by mixing qualitative and quantitative 
approaches.  In addition, Creswell (2003) also points out that the use of both 
qualitative and quantitative is well known to the majority of researchers and that it 
might lead to confirmed and validated findings, which is regarded as another 
advantage of the mixed methods approach.  This approach is usually applied 
when a researcher tends to base knowledge on practical foundations.  In order to 
best understand research problems, the mixed methods approach utilizes 
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strategies of inquiry where data collection can either occur at the same time or in 
a sequence (Creswell, 2003).  This strategy is characterized by collecting 
quantitative data first, then qualitative data and then integrating the two methods 
during the interpretation phase of the study.  The purpose of this model is for the 
researcher to use the results of the qualitative component to explain and interpret 
the results of the quantitative component of the research (Creswell, 2003).  For 
the purpose of this study, the sequential explanatory strategy is regarded as the 
most appropriate of the six major mixed methods models. 
 
When researchers combine quantitative and qualitative methods in order to 
observe something from several angles or to acquire multiple measures of the 
same phenomena by applying different research measures, the process is 
referred to as triangulation (De Vos, 2002; Neuman, 2000).   Triangulation 
together with the mixed approach allows the researcher to explore and describe 
the most practical attraction and retention strategies for large organisations in 
South Africa.  Quantitative data will be collected by means of a survey design 
from a large sample pool (tertiary students and graduates from various 
universities in South Africa) implementing a standardized research instrument in 
the form of a questionnaire. Thereafter qualitative data will be collected by means 
of focus group discussions with SARS employees administered by the researcher 
himself.   A questionnaire was drawn up in consultation with an independent 
research house focusing on the four key drivers of employer attractiveness.  All 
the data will then be analyzed, interpreted and integrated according to the mixed 
methods procedures. 
  
 
 3.1 Research objectives 
   
  The research problems were identified and explained in more detail in sections 
1.4 and 1.5; and based on the research problems, the research objectives were 
formulated. They are as follows: 
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 To investigate the various employer attractiveness value drivers that affect 
graduates‘ perception and decision-making in their career choice after 
graduation. 
 
 To investigate and document how existing SARS graduate employees feel 
about the organisation‘s current talent-management practices. 
 
 To compare how top talent want to be managed (expectations), and how 
they are actually managed (real experiences) in SARS. 
 
 To formulate a realistic employee-value proposition (EVP) that would truly 
align what SARS can actually offer to its employees. 
 
Due to the complexity and volume of this study, two different research methods 
were used to collect information.  Firstly, a survey was used to gather information 
from students at various universities in South Africa.  Secondly, a series of focus-
group discussions was conducted with SARS employees to collect qualitative 
data which were then analysed to address the research problem.  More of each 
method used is discussed in more detail below: 
 
3.2 The survey approach – justification 
By nature, this part of the study can be classified as an exploratory research, as it 
is the very first SARS-specific research done that targets tertiary students on 
their perceptions of SARS as their potential employer of choice. This is also an 
empirical study, as no similar research of this nature exists for the SARS 
graduate recruitment programme in the existing literature.  It is common 
knowledge that surveys are the most inexpensive tool to collect information from 
a large number of desired sample groups.  This description fits the primary 
purpose embedded in this research methodology that is to engage as many 
students as possible.  The reliability of this approach is dependent on the extent 
of participation by the target audience.     
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As mentioned in chapter one, the research results will close some of the gaps in 
the existing literature regarding graduates‘ perceptions on different types of 
organizations, i.e. public sector organisations like SARS and private sector 
companies like ABSA, when making their first career choice after graduation.  
This study may be regarded as a point of reference for other government 
agencies and parastatals. 
 
Many other authors also support the above notion. According to Swanepoel & 
Schenk (2007), the survey method may be defined as a technique for gathering 
statistical information about the ―attributes, attitudes or actions of a population by 
administering standardised questions to some or all of its members‖.  Babbie 
(2004:243) suggests that surveys are appropriate for descriptive, explanatory and 
exploratory purposes.  Buckingham and Saunders, as well as Babbie, 
commented on the fact that surveys are chiefly used in studies that have 
individual people as the units of analysis, and are excellent vehicles for 
measuring attitudes and orientations in a large population.   Whitely (2002:345) 
further suggests that surveys may be used for two reasons; firstly, to estimate the 
characteristics of a population; and secondly, for the testing of hypotheses. 
Therefore, a quantitative research methodology is used for this descriptive 
research based on the following characteristics: 
 
 Large numbers of people need to be included in the research: graduates‘ 
perceptions of SARS as an employer of choice; 
 The research needs to cover a large number of different subjects: four 
drivers of employer-attractiveness; 
 There is a need to have measurable comparison data between different 
groups; 
 The need to identify correlation with other research data (e.g. employee- 
engagement data). 
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Based on the discussion above, the researcher has, therefore, chosen the 
quantitative research methodology, using online and paper surveys, to provide 
the first part of evidence.  Sufficient existing literature accentuate the fact that 
survey questionnaires are the most appropriate research technique to use in 
order to achieve the objectives of this research, under the existing circumstances.  
 
3.2.1 Defining survey population 
This research was conducted at tertiary institutions during the 2009 career fairs. 
The total number of people who were enrolled at these institutions during the 
2009 academic year is unknown; however, based on the Department of 
Education (2009), in the year 2007, there were an estimated 761 087 people 
enrolled in higher education institutions (HEIs) in South Africa.  Although this 
figure may now be outdated, it serves as an indication of the minimum size of the 
student population in South Africa during the 2009 academic year. 
 
3.2.2 Defining survey sample  
For better clarity and comparison, the sample is grouped in two ways. Firstly, it is 
broken down into four academic disciplines that are common in all universities, 
i.e. Commerce, Science, Humanities and Engineering. Looking at the breakdown 
– commerce students represent more than 50% of the sample pool. This is a fair 
representation of the entire student population at tertiary institutions.  It is also 
important to note that commerce students are SARS‘s main target audience for 
the purpose of this report.  SARS‘ annual graduate intake consists of 70% 
commerce students.  The other 30% consist of other disciplines, like engineering, 
science, HR and law graduates.   Secondly, the sample pool is grouped into 
seven geographical areas from which the SARS graduate recruitment team 
primarily recruits students. These are recruited from Gauteng Province, KwaZulu-
Natal Province, Western Cape Province, Eastern Cape Province, North West 
Province, Limpopo Province and the Free State, Besides the fact that Gauteng 
92 
 
represents the financial hub of South African and that SARS‘s head office is in 
Pretoria, four universities were chosen in this province to represent the biggest 
pool of students from which SARS intends to recruit graduates for its talent 
pipeline.  (See below for a breakdown of the chosen sample, together with their 
respective coverage percentages): 
 
Table 3.2:  Breakdown of chosen sample by gender 
Gender Number of respondents Percentage (%) 
Male 8778 44% 
Female 11172 56% 
Total Sample size 19950 100% 
 
Table 3.3:  Breakdown of chosen sample by ethnic groups 
Ethnic groups Number of respondents Percentage (%) 
African 14364 72 % 
White 3591 18 % 
Indian or Asian 1197 6 % 
Coloured 798 4 % 
Total sample size 19950 100 % 
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Table 3.4:  Breakdown of chosen sample by academic discipline 
Areas of Discipline Number of respondents Percentage (%) 
Commerce 10620 53% 
Sciences 3250 16% 
Humanities 3501 18% 
Engineering 2579 13% 
Total Sample size 19950 100% 
 
 
Table 3.5:  Breakdown of chosen sample by province and university 
 
Province Number of respondents Percentage (%) 
Gauteng Province 8546 43% 
KwaZulu-Natal Province 3526 18% 
Western Cape Province 1062 5% 
Eastern Cape Province 2174 11% 
North West Province 2337 12% 
Limpopo Province 1050 5% 
Free State 1255 6% 
Total Sample Size 19950 100% 
  
  
 Survey questionnaires were used as the research instruments.  As discussed 
above, they are the most appropriate and convenient methods of gathering great 
volumes of information from the respondents, in this case, from current students 
and graduates.  Survey questionnaires were conducted to provide a primary data 
pool. This informed the analysis at a later stage.  Commissioned by SARS, brand 
specialist, Magnet Communications used their brand ambassadors to hand out 
surveys to students during career exhibitions.  80% of the surveys were 
administered manually; while, 20% were collected via online procedures.   
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Since 2007, SARS and Magnet Communications have formed a strategic 
partnership with a special focus on improving SARS‘ employer brand.  With the 
help of all the universities and technikons, more and more students have 
participated in this independent survey annually; and as a result, this type of 
quantitative feedback provided SARS with valuable information on what matters 
the most to students when they choose their first job after graduation.   In line 
with SARS graduate recruitment promotional campaigns, 11 major universities 
across seven provinces were selected as a pilot to run these surveys.  These 11 
universities are a good representation of the spread of the students recruited to 
SARS over the years.  They are listed below: 
 
Table 3.6:   List of eleven participating tertiary institutions 
Province Educational institutions 
Gauteng University of Johannesburg (UJ) 
Gauteng University of Witwatersrand (WITS) 
Gauteng University of Pretoria (UP) 
Gauteng University of South Africa (UNISA) 
KwaZulu-Natal Durban University of Technology (DUT) 
KwaZulu-Natal University of KwaZulu-Natal (UKZN) 
Western Cape University of Cape Town (UCT) 
Eastern Cape Nelson Mandela Metropolitan University (NMMU) 
North West North West University (NWU) 
Limpopo University of Limpopo (UL) 
Free State University of the Free State (UFS) 
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3.2.3 Survey structure 
 
The survey used for this study can be grouped into two categories:  closed-ended 
and open-ended questions.  With closed-ended questions, the respondents were 
asked to choose answers from a set of alternatives; with open-ended questions 
the respondents were expected to answer in their own words.  In this study, 
closed-ended questions were used, together with a Likert-rating scale.  Likert 
rating scales are the most popular form of multi-item scales. They present the 
respondents with a set of statements about a person, a thing or a concept, and 
the respondents are required to indicate how strongly they feel, positively or 
negatively, about the statements (Whitely, 2002:361).  In this research a five-
point Likert scale was used. The respondents were asked to respond – according 
to how strongly they agreed or disagreed with the statement relating to employer-
attractiveness value drivers.  Using the quantitative technique, SARS has 
commissioned Magnet Communications, a professional research company to 
assist in the design of the survey questionnaire, the co-ordination, distribution 
and collection of data on behalf of the SARS Graduate Recruitment Division.  All 
the questions in the survey were designed to gather data from students and 
graduates from recognised tertiary institutions in South Africa, with a special 
focus on their perceptions and understanding of future employers in the job 
market in South Africa.   
 
The questionnaire consists of six sections.  The first section deals with the 
hygiene information consisting of demographic questions about the respondents.  
This includes the age, gender, nationality and ethnic background, educational 
level and overall academic performance of the respondent.  The second set of 
questions focuses on more specific details of students‘ academic history.  This 
includes the respondent‘s main area of study, major subjects and educational 
institution attended.  The third section‘s emphasis is on gathering information on 
how informed students are regarding the job market, potential employers in their 
relevant industry, and their career goals.  Questions include the following: 
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 In which industries would you ideally like to work when choosing your first 
employer after graduation? 
 
 In which department would you ideally like to work when choosing your 
first employer after graduation? 
 
 What is your expected monthly salary before tax? 
 
 Which career goals are most important to you? 
 
The fourth section is the most critical part of the survey, consisting of the 
following questions on drivers of employer attractiveness: 
 People and culture – which attributes of the workplace do you value? 
 
 Employer reputation and image – with which attributes of the employer, as 
an organisation, can you identify? 
 
 Job characteristics – In terms of the content and demands of the job, 
including the learning opportunities provided by the job, what do you most 
value? 
 
 Remuneration and advancement opportunities – What is your expectation 
regarding monetary compensation and other benefits, both now and in the 
future? 
 
 Considering the above four drivers of employer attractiveness, rate the 
relative importance of these aspects when choosing your ideal employer. 
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The fifth section then focuses on questions that would gather information 
regarding which employers are perceived as ideal employers.  Questions include 
the following: 
 A list of employers is provided.  Which of these employers would you 
consider working for? 
 
 Select five companies from the employer list for which you would most like 
to work. 
 
 Have you or will you apply to these companies for employment? 
 
 If ‗No‘, or ‗I might apply‘ above, why not? 
 
 In order to explore how you perceive the companies that you have 
selected as your ideal employers, please answer the following questions: 
 
 People and culture – How do you perceive the work environment at 
the companies you have selected?  With which of the attributes do you 
associate for each employer? 
 
 Employer reputation and image – How do you perceive the reputation 
and image of the companies you have selected?  Which attributes do 
you associate with each employer? 
 
 Job characteristics – How do you perceive the demands of the job, 
including learning opportunities at the companies you have selected?  
Which attributes do you identify with each employer? 
 
 Remuneration and advancement opportunities – How do you perceive 
the salary and advancement opportunities at the companies you have 
selected?  Which attributes do you associate with each employer? 
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The sixth section then concludes by asking the following questions regarding 
students‘ preferences on promotional campaigns: 
 
 How did you hear about these employers? 
 
 When a company presents itself via publications and advertisements, what 
kind of information would you like to receive? 
 
 What publications do you read to learn about potential future employers? 
 
 When you meet and interact with an employer at a career fair, what do you 
regard as important? 
 
 How do you perceive services offered by your career development office? 
 
 How often would you like our university to contact you after you have 
graduated and left university? 
 
 What would you like to hear about from your University once you have left 
the university after graduating? 
 
 
3.2.4 Survey data collection  
 
 Primary data were collected over a period of 6 months primarily form students 
and graduates studying at selected tertiary institutions during their career 
exhibitions, which take place from April to October on university campuses 
annually.  Survey questionnaires reach students via two channels:  80% 
manually, and 20% online.  All the questionnaires were completed by participants 
voluntarily and anonymously to ensure data independence and integrity and this 
is validated by principles noted by Buckingham & Saunders (2004:13). 
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The collection method applied was based on the following guidelines: 
 A sample of people was selected from a group, and their answers were 
taken to be representative of everybody in that group. 
 
 The survey questions were standardised, so that everybody was asked 
about the same thing in the same way. 
 
 The survey gathered information on people‘s personal attributes, on their 
attitudes and values, as well as on their activities and behaviour. 
 
 The focus was not on what any single individual had to say, but was aimed 
rather at generalising about the group or the whole population. 
 
 Once the phenomena had been quantified, analysis through statistical 
procedures guided the findings.  
 
 3.2.5 Survey data analysis  
 
 According to Christensen (1997:14), the essence of the scientific methods is the 
insistence that all propositions be subjected to an empirical test before they can 
be accepted or rejected.  Thus, the scientific method represents logic of inquiry, 
or a specific method to be followed in solving problems; and thus, acquiring a 
body of knowledge.  Following the principles and logic of scientific data-collection 
procedures, all the data collected through the survey questionnaires were 
reviewed, processed, interpreted and summarised, using the combination 
principles of coding, memoing, thematic and content analysis.  The primary data 
were collected and sorted by external consultants.  The preliminary report was 
compiled, based on the SARS specifications.  Further analysis was done by the 
researcher, based on the preliminary data set.  The survey results were 
presented in a systematic word summary format, with clearly illustrated graphical 
diagrams for ease of reference.   
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3.3 Qualitative approach – focus group discussion 
 
 In section 3.3, the quantitative approach was explained in detail.  From here, this 
section deals with the qualitative approach which provides the second angle of 
analysis to this research.  This makes triangulation possible which is discussed in 
chapter five.  If the purpose of this research was to evaluate, understand and 
interpret the effects that talent-management practices have on the attraction and 
retention of talented employees, to start this section and to put things in context, 
the researcher would like to start with the notion that the summary of the 
literature facilitated the exploration of the existing knowledge on the subject of 
talent-management practices, which formed the basis for the construction of the 
research questions.  As shown in the literature review, the attraction and 
retention of talented staff is not a simple issue for which there is no simple 
solution.  Since the term ‗talent management‘ is relatively new and broad, as 
described by Heckman and Lewis (2006), it was concluded that this research 
was best suited to an exploratory research design. 
 
 From an academic point of view, according to Zikmund (2003:66), exploratory 
research aims to provide the researcher with a better understanding of a concept; 
and it further explains that the problem may not quantify or provide exact 
measurements.  He further notes that exploratory research does not limit the 
researcher in terms of identifying any trends, based on interpretation, 
descriptions, observations and the like.  He further identifies three purposes that 
would result in a researcher electing to conduct exploratory research.  These 
include a desire to: (a) Diagnose a situation; (b) consider alternatives; and finally, 
(c) discover new ideas.  In this case, the research to be conducted will be on the 
issues pertaining to talent-management practices, and the effect of such on the 
retention of talent. 
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 Taking Zikmund‘s (2003) comments further, the main reason for electing to carry 
out exploratory research is to facilitate a space for diagnosing the situation which 
in turn assists with the development of some form of an in-depth understanding 
on the complex issue.  A second purpose noted by Zikmund (2003), was that of 
creating an environment which is conducive to the discovery of new ideas and 
suggestions – specifically those which would probably be of benefit, since they 
present opportunities for doing things differently; thereby, meeting some of the 
needs of talented employees.  In this case, the complex issue is relating to the 
dynamics between the employer and employee.  What is the best ‗method‘ that 
will give the best results?  There are many research methods that are exploratory 
by nature.  To protect the confidentiality of the participants and to ensure 
absolute freedom to share and discuss ideas without reservations, the focus-
group-discussion method was chosen as the most appropriate method. Using 
this approach, it was anticipated that the analysis would highlight the main 
reasons why talented employees ultimately decide to leave an organisation.    
 
 
 3.3.1 Defining focus group population  
   
 SARS has approximately 15 000 employees across 55 branches in South Africa.  
Throughout its existence, there was no documented policy or methodology that 
deals with leadership succession which supposed to be one of the key 
components of its talent management value chain.  This issue was brought up 
through a SARS internal employee satisfaction survey back in 2008 and as a 
result, in 2009, a project was launched to identify high potentials for SARS future 
leadership.  By 2010, SARS has conducted a preliminary human capital audit 
which identified approximately 500 employees as part of the leadership pipeline. 
Within this group, a sub-group of approximately 250 employees were identified 
as exceptional high potential and regarded as critical skills.   Since they were 
regarded as being high-probability potentials for succession-planning purposes,   
most of them had been participating in either the leadership-development 
programme or the graduate programmes within SARS.  They had been trained 
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by various training institutions – both internally and externally.  In view of this, 
and in the context of this research, these 250 graduate employees were 
considered to be the population from which the sample was drawn for the focus-
group discussions. 
 
 
 3.3.2 Defining focus group sample  
Based on the description of the population outlined in 3.4.1, a non-probability 
sampling method was used to select a sample of high potential or talented 
employees and graduate trainees. This non-probability sampling technique 
constituted judgemental sampling that is typically used by a researcher when 
he/she wants to ensure that the appropriate characteristics of the sample actually 
exist.  Excluding the pilot study, a total of six focus groups with a total of 50 
participants were held.  From start to finish, each focus-group session took 
approximately two hours.  
 
In the case of this research, it was appropriate to use judgemental sampling as a 
technique for ensuring that only employees out of the 250 high potential or 
talented employees – who either are, or have been participants of SARS 
leadership or graduate development programmes – were requested to participate 
in the research. Given that the SARS graduate development programme is 
geared towards building the future leadership of the business, the ages of 
employees invited to participate in these development programmes ranged from 
25 to 30 years of age.  The sample of all focus groups is set out below. 
 
Table 3.7:  Breakdown of six focus groups 
Six Focus groups = total 50 participants (average age is 26 years) 
Group One:  9 people Group Three:  8 people Group Five:  8 people 
Group Two:  8 people Group Four:  8 people Group Six:  9 people 
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The sampling technique was selected because of the known database and the 
existence of the sub-group of 250 employees who had either graduated from 
and/or are current participants in the SARS Leadership or Graduate 
Development Programmes.  This decision was influenced knowing the 
advantages associated with the technique, which also included the simplicity with 
which the sample could be drawn and the accessibility of the sample. 
 
 
3.3.3 Nominal group technique (NGT) – focus group discussions 
 
According to Tague (2004), the nominal group technique may be described as a 
structured method of brainstorming which ensures that all the participants 
contribute.  This technique ensures equal opportunities for each group member 
to make a contribution in the session and to enable better generation of 
independent ideas, since the members note down their contributions in silence 
prior to sharing them with the rest of the group.  In this way, ‗group-think‘ is also 
avoided. 
 
Kubr and Prokopenko (1989) describe the nominal group technique as being a 
particularly useful data-collection method in situations where a decision is 
needed which cannot be made by one person only.  Although previously 
described as a variation of typical focus groups, the NGT involves several non-
interacting individuals who follow a structured format in developing information 
which is ultimately voted on and ranked.  According to Kubr and Prokopenko 
(1989), the main steps in the process include: 
 Forming a non-interacting group 
 Generating individual ideas 
 Recording the listed ideas on a flip chart 
 Clarifying, simplifying and organising the listed ideas in a logical grouping 
 Individual voting on the ideas with a view to establishing the most 
important factors 
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Phillips and Connell (2003) concur with Kubr and Prokopenko (1989) as they also 
mention that this technique is most useful and productive when seeking to 
examine the causes of employee turnover. Since this is closely aligned with the 
writer‘s topic, the NGT was the chosen data-collection process employed by the 
writer.  What stands out the most about this technique is that the participants 
were provided with an opportunity to respond in their own words to the questions, 
providing the researcher with information on their perceptions regarding their 
view of the talent-management practices employed by the organisation, and any 
association and effect that these practices might have on the retention of talent.  
Furthermore, according to Phillips and Connell (2003), the nominal group 
technique process is a modified form of traditional and more-structured focus 
groups. The main differences set out by Baddenbaum and Novak (2001) are that 
the discussion that occurs when making use of the nominal group technique is 
typically orderly and culminates in a group decision or consensus of opinion.   
 
The basic principles of NGT follow the ‗start, stop and continue’ technique.  In 
other words, each focus group was asked the same set of questions which were 
formulated purposefully to address part of the research problem.  It is also 
important to note that to a certain extent, these questions were also influenced by 
the literature review.  To ensure clarity and understanding, follow-up questions 
and grouping of ideas during the focus group sessions were permitted.  The 
same questions were asked of each focus group, where each question was 
asked separately, and immediately followed by the collection of data.  Once the 
data in response to the first question had been recorded, the second question 
was posed, following the nominal group technique.  The three questions and their 
purpose are described below in detail: 
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Question 1 
What should SARS start doing to retain highly talented people in the organisation?   
 
The aim of this question was to identify the most important factors that SARS 
should consider putting in place to improve the retention of highly talented 
employees?  For example, what strategies and practices should they put in place 
to improve the situation? 
 
Question 2 
What should SARS stop doing so that they can improve their retention of highly 
talented people in the organisation?   
 
The aim of this question was to identify the most important practices that SARS is 
using, but which is not assisting in the retention of highly talented employees? 
For example, what strategies/practices are they doing that are not working and 
should, therefore, be discontinued and/or discouraged? 
 
 
Question 3 
What should SARS continue doing in order to retain highly talented people in the 
organisation?   
 
The aim of this question was to identify the most important practices currently 
employed by SARS that are working to retain highly talented employees?  In 
other words, what strategies and practices are working well and should, therefore, 
be continued? 
 
Notes were also taken by the writer during the process, and a copy of all the flip-
chart notes was retained for consideration and consolidation during the analysis 
process.  When dealing with any form of research involving human subjects, the 
researcher should be mindful of the ethical implications, and accordingly deal 
with these issues prior to the commencement of the research.  To this end, a 
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document was prepared for signing by all participants, in order to obtain their 
voluntary and informed consent, and to assure them of their anonymity and 
confidentiality.  Participants were requested to sign an informed consent letter 
requesting their participation in the research and assuring them on confidentiality.  
Participants to the focus groups were further advised of their right to withdraw 
from the group at any time without penalty. 
 
 
3.3.4 Pilot study – focus group 
 
The nominal group technique was a method of conducting focus groups which 
was unfamiliar to the writer.  In order to ensure that rich quality information was 
collected through the correct application of the technique, a pilot study was 
conducted with a random sample of eight SARS employees in Pretoria.  They 
were all below the age of 30 years old.  Once the focus group had convened, an 
explanation was offered in terms of the writer‘s research, and all the participants 
obliged by signing an informed consent letter. The process of the nominal group 
technique was explained to the participants; and the focus group then proceeded 
without any further issues. The key learning from this focus group was that one 
hour was insufficient in terms of the time allocated to conduct the focus group 
thoroughly.  Furthermore, the writer noted that more time was required to explain 
the nominal group technique, so as to avoid confusion and inaccurate voting 
processes. 
 
3.3.5 Focus group data collection  
 
A total of six focus groups with a total of 50 participants were held, using the 
nominal group technique.  The focus groups were held at various venues in 
Johannesburg and Pretoria.  Each session took approximately two hours.  
Subsequent to being welcomed to the session and other related formalities, the 
first of the three questions was posed to the group.  They were given five to ten 
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minutes in silence to write down their thoughts in response to the posed question 
as part of a brainstorming exercise.   
 
Each member was then, in turn, requested to contribute one of their ideas in a 
round- robin fashion in response to the question.  Each idea contributed was 
captured immediately on the laptop by the writer.  The laptop was connected to 
an overhead projector which projected the ideas on the front wall, so that 
everyone could see. Each participant was asked to contribute one of their ideas 
at a time, before moving onto the next participant.  The process continued going 
around the table where the participants shared their views one at a time, until all 
views were exhausted by all the participants.  Although difficult to control at times, 
discussions were permitted to facilitate clarification, to explain logic and to raise 
questions, as opposed to the resolution of any differences of opinion or general 
discussion on the items raised. 
 
Once all the ideas of the participants had been exhausted and captured, they 
were informed that they were to select and vote on the five most important ideas 
relevant to them.  All the participants, from different focus groups, were asked to 
firstly choose and write down the top five issues that they felt the most significant 
to them or to SARS.  They were given five minutes to do this in silence.  After 
that, they were asked to rank their choices in the order of importance, using 
numbers from one to five.  Number five being the most important, and number 
one being the least important.  This was done individually and privately by all the 
participants.  Once everyone had completed their selections and assigned their 
votes, all the papers were collected by the writer for capturing on the laptop. The 
number of votes was recorded against the idea on the excel spreadsheet.  The 
entire capturing process was visible to everyone in the room. This was done in 
order to ensure transparency and accuracy.  Finally, all the ideas were ranked 
according to the total number of votes received.  Six focus groups resulted in six 
similar but different ―priority‖ lists. 
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3.3.6 Focus group data analysis  
 
According to Leedy and Ormrod (2001, p. 47), the purpose of content analysis is 
―to identify the specific characteristics of a body of material‖ in order to identify 
patterns, and/or themes. They further note that generally the process is 
systematic, so as to come to the assistance of the researcher in terms of 
rendering the process as objective as possible.  Content analysis was, therefore, 
chosen as the design of choice, as part of the data analysis in this research. 
 
Leedy and Ormrod (2001) further explain that when conducting content analysis, 
the body of work for analysis needs to be identified, which in the case of this 
research constituted the results from the sample of the population. The volume of 
information obtained through the focus groups was large, and as such, the next 
step in the process was to collate the notes from the focus groups in terms of the 
three questions posed, so as to organise the raw data.   This assisted in the 
identification of these issues prior to editing the raw data.  In additions, Zikmund 
(2003) noted that the primary purpose of editing is to ensure that the data are 
accurate, consistent and reliable. To this end, the writer analysed his notes from 
the focus groups to minimise error and maximise accuracy. 
 
Once the editing process had been completed, the raw data were ready for 
identifying and classifying each answer with a numerical score (Zikmund, 2003). 
These numerical scores were then transferred to a computer programme to 
facilitate the processing of the data.  As suggested by Zikmund (2003), this 
process is based more on thought arising from the group sessions versus any 
actual words spoken. Thus, the thoughts and comments to each question were 
listed in the coding process – with a view to tabulating the responses. 
 
Leedy and Ormrod (2001) noted that a tabulation of the frequency of each 
characteristic should be conducted. This, in itself, renders the content analysis 
process as both quantitative and qualitative.  Once this tabulation had been 
conducted, the writer was in a position to interpret the data as they began to 
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answer the research questions.  The constructs were then ranked in order of their 
importance, based on the number of total votes received from the two age 
categories.  The constructs were further divided and ranked by the two age 
categories in order of importance, based on the total number of votes each 
construct had received per age category. The analysis was performed in this 
manner in order to answer the research questions. This procedure will be set out 
in chapter four.  
 
3.3.7 Focus group - limitations  
 
The limitations of this research are that the chosen sampling methodology was 
judgemental; and it may, therefore, not be generalised to the population.  
Furthermore, the study was conducted using one South African company utilising 
a sample of their employees, whom they have defined as their talent and/or 
leadership. The findings of the research may accordingly not be generalised to a 
greater population. This group may be defined as talent.  The analysis of the data 
collected was coded and analysed as part of a qualitative research study. This 
had the limitation of introducing bias into the analysis and interpretation of the 
results of the study.  Any further generalisation to a larger population on these 
findings would, therefore, be inappropriate.  Zikmund (2003) notes that the 
inherent disadvantage associated with this technique is the obvious bias that 
exists on the part of the research, and the inappropriateness of projecting the 
collected data beyond the sample.  However, he further points out the advantage 
associated with this non-probability sampling technique, as the sample meets the 
objectives set out by the researcher. This renders it attractive as a sampling 
technique for this research. 
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3.3.8 Conclusion 
 
In order to achieve the specific objectives of this research, the research design 
was planned out very carefully.  It consisted of both quantitative and qualitative 
elements in the methodology.  Due to the size of the first sample batch, a 
national survey was used to gather extensive data from students across the 
country. The quantitative aspect of this research dealt with the examination of 
relationships that occurred between two or more variables.  Variables such as 
gender and race were explored, as well as various value drivers that each 
respondent had to consider upon.  In retrospect, the survey approach showed the 
following advantages which were consistent with Welman and Kruger (2001): 
 
 Surveys require less time and less financial expense.  
 Surveys measure the state of affairs at a specific time so that the opinions 
of all respondents are comparable.  
 Surveys also promote greater accuracy in the information gathered as 
people responding normally do so willingly and thus are more likely to be 
frank in the answers.  
The surveys reached participants in two channels, 80% manual and 20% online.  
Traditionally, every year SARS visits all major universities during career 
exhibitions as part of its recruitment drive.  This presented the perfect opportunity 
to engage with the talent out there and listen to what they are thinking.  In this 
case, sufficient information was obtained from participating students for the 
researcher to deduce certain trends and characteristics of the entire population. 
 
The second leg of the research was for participants to have open and honest 
discussions about SARS as an employer and the best approach was to conduct 
focus groups discussions in confidence.  This qualitative approach assisted the 
researcher to interpret behaviours, events and perspectives from the view points 
and perceptions of those under study.    According to Bailey (2004, p.34), he 
echoes the point that qualitative research ‗allows for rich and in-depth analysis of 
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the data being researched and as it is the participants‘ interpretation of reality 
that accounts for much of the variation in the phenomenon of interest, the data of 
interest should arise from the participants point of view‘.   
 
By using both quantitative and qualitative techniques, the researcher was able to 
provide an in depth exploratory analysis of what organisations needs to do in 
order to attract and retain their top talent.  All the survey data and group 
discussion summaries will be set out and presented in two sections 
comprehensively in the next chapter.  However, more detailed discussions will 
take place in chapter five. 
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CHAPTER 4 
SURVEY RESULTS AND DISCUSSIONS  
  
‘Insanity is doing the same thing over and over again  
and expecting different results’ 
 Albert Einstein 
 
 Chapter four sets out the aggregate survey results and findings based on the 
data collected from 19 950 students across the country. They are presented 
according to gender, ethnic group, discipline and institutions wherever applicable.  
The information has been converted into tables and graphs and in some 
instances results have been colour-coded throughout the presentation for ease of 
reference for the reader.  The main intention of this chapter is to sort the raw data 
into meaningful information in order to show firstly what university students 
regard as important drivers of employer attractiveness and secondly how SARS 
compares with its natural recruitment competitors, such as SARB, ABSA, KPMG, 
Deloitte and PWC in terms of each attribute of employer attractiveness.  This 
addresses the ‗expectation‘ part of the research question.  In chapter five, the 
‗experience‘ part will be dealt with through discussions of focus group findings. 
 
 To begin with, the four key drivers of employer attractiveness have been used in 
the questionnaire to find out what students and graduates think about each driver 
and their relationship with each other.  This is based on the predefined survey 
questions set by Magnet Communications.  For the sake of easier reference, 
each driver has been colour-coded throughout this chapter.  The following is an 
overall summary of each driver and the respective attributes adapted from 
Magnet Survey 2009: 
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Table 4.1:  Attributes of each value driver 
Reputation & 
Image 
Job Characteristics People & Culture 
Remuneration & 
Advancement 
Opportunities 
The attributes of the 
employer as an 
organisation 
 
The content & demand 
of the job including the 
learning opportunities 
provided by the job 
The social 
environment and 
attributes of the 
workplace 
The monetary 
compensation and 
other benefits, now 
and in the future 
 
Attractive / exciting 
products and 
services;  Fast-
growing or 
entrepreneurial; 
Financial strength; 
Good reputation; 
High ethical 
standards; High level 
of Corporate Social 
Responsibility; 
Innovative products 
& services; 
Inspiring top 
management; 
Market success; 
Prestige 
 
A variety of 
assignments; An 
attractive geographic 
location; Challenging 
work; Control over my 
working hours; Flexible 
working conditions; high 
level of responsibility; 
Opportunities for 
international travel; 
Opportunities for 
relocation abroad; 
Professional training & 
development; Secure 
employment 
 
Has a culture that 
celebrates diverse and 
multicultural 
employees; Has a 
culture that respects 
individuality;  Has a 
culture that supports 
equality between the 
sexes; Has leaders 
that support my 
development; Offers a 
comfortable physical 
work environment; 
Offers a creative & 
dynamic work 
environment; Offers a 
friendly work 
environment; offers 
interaction with 
international clients & 
colleagues; Recruit 
only the best students; 
Will enable me to have 
work / life balance 
 
Clear path for 
advancement; 
Competitive base 
salary; Competitive 
benefits; Good 
possibilities for rapid 
promotion; Good 
prospects for high 
future earnings; 
Good reference for 
future career; 
Leadership 
opportunities; 
Overtime pay; 
Performance-related 
bonus; Sponsorship 
for future education 
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Graph 4.1:  Reputation and Image results 
 
 
Graph 4.2:  Job Characteristics results 
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Graph 4.3:   People and Culture results 
 
 
Graph 4.4:  Remuneration and advancement Opportunity results 
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116 
 
4.1 Overall importance of each attractiveness driver 
 
Students were asked to rate the relative importance of these aspects when 
choosing the ideal employer.  Respondents were asked to divide 100 points 
between the alternatives, in accordance with their importance.  The points should 
sum up to 100.  Here, below, are the results: 
 
Graph 4.5 Overall perceptions of each value driver category 
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Looking at the overall results, out of 19 950 respondents, on average, 30% of 
these students felt that ‗financial rewards and promotion opportunities‘ are the 
most important drivers that attract them to a particular employer.  This implies 
that with all things being equal, a top graduate would sign up with a company that 
offers them the highest package.  Furthermore, this finding clearly demonstrates 
the fact that students are very ―money-oriented‖.  They are looking for an 
employer who can provide them with the highest package and the most rapid 
promotion opportunities.  Not surprisingly then, students‘ choices reflect a typical 
response from the Gen Y population of young people being very confident, 
sometimes overly ambitious and overly optimistic about their future earnings – 
and naively unrealistic about getting a promotion within a short space of time.   
In the second place, 25% of the overall sample felt that the employer‘s ‗reputation 
and image‘ was the second most important factor to consider. This implies that 
young people have a need to associate with brands all the time, because they 
are very conscious of what people might say about them, and of where they work. 
From the survey results, it may be implied that attractiveness, by and large, has 
much to do with perceptions. Students who participated in the survey did just that. 
They put their perceptions into writing.  
 
4.2 Students‘ perception of SARS and its natural competitors 
  
Reputation and image refer to the attribute of the employer as an organisation.  
Students were asked to choose a maximum of three alternatives. They have the 
following 10 attributes from which to choose: 
 
 My ideal firm is associated with high ethical standards 
 My ideal firm is associated with a high level of social responsibility 
 My ideal firm is associated with attractive or exciting products and services 
 My ideal firm is associated with an inspiring top management 
 My ideal firm is associated with market success 
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 My ideal firm is associated with financial strength 
 My ideal firm is associated with fast-growing or entrepreneurial skills 
 My ideal firm is associated with innovative products and services 
 My ideal firm is associated with a good reputation 
 My ideal firm is associated with prestige 
In this measure, students were asked to rate how they felt about each driver of 
employer attractiveness, comparing SARS with its natural recruitment 
competitors.  Here, below, are the aggregate results for each attribute under 
each driver.   
 
Table 4.2:   
Students‘ perception of SARS and its natural competitors based on employer reputation & image 
  
REPUTATION AND IMAGE 
S
A
R
S
 
A
B
S
A
 
D
e
lo
it
te
 
K
P
M
G
 
P
W
C
 
S
A
R
B
 
Attractive / exciting products and services 62% 64% 65% 67% 69% 61% 
Fast-growing or entrepreneurial 48% 45% 38% 41% 38% 44% 
Financial strength 45% 43% 52% 50% 51% 47% 
Good reputation 32% 29% 30% 31% 31% 34% 
High ethical standards 31% 31% 32% 29% 29% 33% 
High level of Corporate Social Responsibility 20% 16% 17% 16% 14% 15% 
Innovative products and services 16% 14% 14% 14% 17% 13% 
Inspiring  top management 11% 10% 17% 13% 16% 8% 
Market success 8% 11% 6% 7% 6% 12% 
Prestige 7% 13% 9% 10% 11% 11% 
 
According to table 4.2 above, under this measure, university students are 
interested in companies that have high ethical standards (averaging at 64%), a 
good reputation (averaging at 47%) and financial strength (averaging at 40%).  In 
addition, they also like to associate with companies with high corporate social 
responsibilities (33%) and an inspiring top management (28%). Not surprisingly, 
young people are very informed of what is going on around them, be it the news 
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on TV, radio or on the internet: everything under the sun. If they want to know 
something, they can find it almost instantly via today‘s technology.  In the 
literature review, a point was made that young students are extremely brand- 
conscious; their association with the company has to appear ―cool‖, and 
something to be bragged about amongst friends and families.   
This means that they will do a very thorough research on a company‘s profile: in 
terms of its reputation, corporate social responsibility, share prices; and just in 
general, what is going on with the company – before making a decision about 
their career.  When comparing SARS with its natural competitors, SARS has two 
attributes that were voted the highest by the participants.  Students feel that 
SARS is a fast-growing or entrepreneurial (48%) organisation with a high level of 
corporate social responsibility (20%).  However, most of the survey participants 
do not associate ―Prestige‖ or ―Market Success‖ with SARS.  They also do not 
perceive SARS to have an ―inspiring top management‖.   
 
Job characteristics refer to the content and demands of the job, including the 
learning opportunities provided by the job.  Students were asked to choose a 
maximum of three alternatives.  They had the following 10 attributes to choose 
from: 
 My ideal job offers challenging work 
 My ideal job offers a variety of assignments 
 My ideal job offers opportunities for international travel 
 My ideal job offers opportunities for re-location abroad 
 My ideal job offers secure employment 
 My ideal job offers control over my working hours 
 My ideal job offers flexible working conditions 
 My ideal job offers high levels of responsibility 
 My ideal job offers professional training and development 
 My ideal job offers an attractive geographical location 
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Table 4.3:   
Students‘ perception of SARS and its natural competitors about job characteristics  
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A variety of assignments 56% 62% 56% 55% 54% 57% 
An attractive geographic location 49% 38% 46% 44% 45% 48% 
Challenging work 42% 39% 44% 47% 51% 35% 
Control over my working hours 36% 32% 33% 33% 33% 34% 
Flexible working conditions 30% 26% 32% 32% 30% 31% 
High level of responsibility 23% 29% 21% 23% 20% 30% 
Opportunities for international travel 18% 22% 18% 17% 19% 16% 
Opportunities for re-location abroad 13%  12% 9% 10% 11% 19% 
Professional training and development 11% 16% 17% 15% 16% 9% 
Secure employment 7% 5% 7% 5% 6% 5% 
 
According to Table 4.3 above, under this measure, university students have 
chosen very similar alternatives regarding what they perceive a good employer 
should offer in a work environment.  They desire to be given challenging work 
(averaging at 55%), professional training and development (46%), opportunities 
for international travel (44%), secure employment (33%) and flexible working 
hours (30%).  An interesting observation when looking at the ethnic breakdown, 
under secure employment was that white students are interested in a company 
that can offer them secure employment (averaging at 39%) compared with the 
expectations of other racial groups.  This could be an indication that jobs are far 
scarcer for white students; in general, in the job market and this could be the 
result of the BEE policies that are currently being enforced in South Africa. 
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When comparing SARS with its natural competitors, students perceive SARS as 
having two strong attributes.  Firstly, they believe that SARS can offer them a 
career in relatively attractive geographical locations (49%), and they perceive 
they will have control over their working hours (36%). However, looking at the last 
two attributes in summary 4.1.2, many students do not perceive SARS as a 
company that can offer them secure employment and professional development 
or training. 
 
 
People and culture refer to the social environment and attributes of the workplace.  
According to Graph 4.3 in Chapter 4, students were asked to choose a maximum 
of three alternatives, and they had the following 10 attributes from which to 
choose: 
 My ideal firm offers a friendly working environment 
 My ideal firm has leaders who will support my development 
 My ideal firm will enable me to have a good work / life balance 
 My ideal firm offers a creative and dynamic working environment 
 My ideal firm has a culture that respects my individuality 
 My ideal firm offers a comfortable physical working environment 
 My ideal firm offers interaction with international clients and colleagues 
 My ideal firm has a culture that supports equality between the sexes 
 My ideal firm has a culture that celebrates diversity of employees 
 My ideal firm recruits only the best students 
Table 4.4:   
Students‘ perception of SARS and its natural competitors on people & culture 
  
PEOPLE & CULTURE  
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Has a culture that celebrates diverse / multicultural employees 56% 58% 59% 58% 56% 58% 
Has a culture that respects my individuality 43% 46% 46% 48% 47% 38% 
Has a culture that supports equality between the sexes 36% 35% 32% 32% 31% 34% 
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Has leaders who will support my development 32% 27% 34% 32% 36% 28% 
Offers a comfortable physical work environment 29% 19% 19% 21% 18% 27% 
Offers a creative and dynamic work environment 25% 25% 21% 21% 19% 28% 
Offers a friendly work environment 25% 22% 30% 31% 36% 27% 
Offers interaction with international clients and colleagues 13% 18% 17% 17% 20% 13% 
Recruits only the best students 10% 13% 11% 12% 12% 17% 
Will enable me to have good work / life balance 8% 13% 10% 8% 8% 9% 
 
Across the spectrum, students want similar things when looking at the people 
and cultural aspects of a company. They want a friendly working environment, 
number one (averaging at 56%); and secondly, they want leaders who will 
support their professional development (averaging at 48%); and thirdly, they are 
willing to work hard, but they also need a reasonable balance between their work 
and their life (33%).  Work/life balance may seem an abstract concept for young 
students, but many recent researches done on Gen Y on their behaviours and 
attitudes towards future careers confirms this phenomenon.  This   implies that 
the students of today are no longer workaholics; they will consider their leisure 
and family life first before committing to working overtime, when compared with 
the attitudes of previous generations. 
 
Looking at the male and female breakdown specifically; female students across 
the board would appreciate more if a company could offer a friendly work 
environment and work/life balance.  On average, female students would consider 
these two qualities more important by 5% than male students.  Male students, on 
the other hand, would want more of development opportunities by their managers. 
This is 4% significantly higher with males than it is with female students.  When 
comparing SARS with its natural competitors, students perceive SARS to have 
two positive qualities that are better than all its natural competitors.  They are as 
follows: 
 SARS has a culture that supports equality between the sexes (overall 36%) 
 SARS offers a comfortable physical working environment (overall 29%) 
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However, the results indicate that in terms of recruitment practices, a majority of 
students felt that SARS does not always recruit the best students; and in terms of 
work and life balance, they do not perceive SARS as an employer that would be 
able to offer them that.  This should be regarded as a warning sign, as work and 
life balance is one of the most highly voted attributes in the ―people and culture‖ 
category.  Interestingly, all the other natural competitors have similar ―problems‖ 
in this regard.  However, looking at the situation from a different perspective, the 
majority of the students have a healthy and realistic perception: they understand 
and accept the fact that the first few years of working as a fresh trainee will not 
be a ―walk in the park‖. 
 
 
Remuneration and advancement opportunity refers to monetary compensation 
and other benefits, now and in the future.  Students were asked to choose a 
maximum of three alternatives.  They had the following ten attributes from which 
to choose: 
 My ideal job offers good prospects for high future earnings 
 My ideal job offers a good reference for future careers 
 My ideal job offers good possibilities for rapid promotion 
 My ideal job offers a competitive base salary 
 My ideal job offers competitive benefits 
 My ideal job offers overtime pay 
 My ideal job offers a performance-related bonus 
 My ideal job offers leadership opportunities 
 My ideal job offers a clear path for advancement 
 My ideal job offers sponsorship of future education 
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Table 4.5:  Students‘ perception of SARS and its natural competitors on remuneration and 
advancement opportunities  
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Clear path for advancement 45% 46% 56% 52% 54% 51% 
Competitive base salary 39% 40% 43% 44% 46% 42% 
Competitive benefits 31% 37% 28% 31% 29% 35% 
Good possibility for rapid promotion 31% 27% 25% 27% 23% 30% 
Good prospects for high future earnings 28% 21% 20% 23% 22% 22% 
Good reference for future career 28% 26% 26% 26% 26% 25% 
Leadership opportunities 26% 29% 28% 27% 29% 27% 
Overtime pay 25% 23% 24% 24% 23% 21% 
Performance-related bonus 17% 15% 16% 14% 18% 15% 
Sponsorship of future education 16% 16% 12% 15% 13% 18% 
 
According to Table 4.5 above, across the spectrum, once again the results for the 
top five attributes under this measure are consistent throughout.  Students want 
the same things.  They want to work for companies that can offer them good 
prospects for high future earnings (averaging at 53%), leadership opportunities 
(43%), and good references for future careers (31%), a competitive base salary 
(28%), and good possibilities for rapid promotion (25%).  When comparing SARS 
with its natural competitors, four attributes stood out from the rest. Students 
perceive that SARS can offer them good possibilities for rapid promotion (31%) – 
with good prospects for high future earnings (28%). They also regard SARS 
experience as being able to provide a good reference for any future career (28%).  
Interestingly, they also perceive that SARS offers good overtime pay (25%).  
Under this last measure, students generally feel that SARS does not pay out 
performance-related bonuses, nor does it give sponsorship for future education in 
the form of bursaries.   
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On a strategic level, every company has its strengths and weaknesses.  When 
comparing SARS with its natural recruitment competitors, in both the private and 
public sectors, there are certain attributes that attracted students however, there 
are other negative attributes that repel students from applying to SARS. The 
following table summarises the top 10 positive qualities that were voted by 
students in the order of importance.  Looking at it from a holistic point of view, 
these are the summarised perceptions of SARS by the public: 
Table 4.6    Top ten expectations of SARS voted by students 
Ranking Driver of Employer Attractiveness What students perceive SARS can offer  
1 Remuneration & Advancement  Good possibility for rapid promotions 
2 Remuneration & Advancement Good prospects for high future earnings 
3 Employer reputation & Image High level corporate & social responsibility  
4 Remuneration & Advancement  Good reference for future career 
5 Employer reputation & Image Fast growing or entrepreneurial  
6 Job Characteristics Attractive geographical area 
7 Job Characteristics  Control over my working hours 
8 Remuneration & Advancement  Overtime pay 
9 Job Characteristics Professional training and development 
10 People and culture Leaders who will support my development 
 
 
4.3 Application to SASR VS natural competitors 
 
In this measure, students were given a list of SARS‘s natural recruitment 
competitors to vote on. These are considered to be: the South African Reserve 
Bank (SARB), KPMG, ABSA, Deloitte and PricewaterhouseCoopers. They were 
asked if they have, or they intend to apply to SARS or any of these companies in 
the future. The following is the combined result in a graphical form: 
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Graph 4.6:  SARS vs. natural recruitment competitors 
 
 
 
SARS is in direct competition with accounting firms and all major banks for top 
talent.  Students were given a list of SARS‘s natural recruitment competitors. 
These are the South African Reserve Bank (SARB), KPMG, ABSA, Deloitte, and 
PricewaterhouseCoopers; and they were asked if they have applied, or they 
intend to apply to SARS or these companies in the future.   The result shows that 
18% of the students ―had already applied‖ to SARS for a job and a very high 54% 
said they ―would apply in the future‖. However, 16% of them were ―considering to 
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apply, but had not made up their minds yet‖. Lastly, 8% of them said they ―would 
not apply‖ to SARS for work at all.  This is a very important statistical indicator 
which SARS has to investigate more deeply.  Overall, a healthy 72% of the 
participants gave a favorable feedback on SARS. 
 
For those who answered ‗I might apply‘ (16%), or ‗No‘ (8%) – these were given 
an opportunity to select as many alternatives as possible explaining why they had 
said so. A total of 54% of them said they thought that they did not have enough 
work experience; 22% mentioned that their academic results might not be good 
enough; 19% of them thought that SARS was not recruiting right now; 15% felt 
they did not have the necessary areas of expertise.  However, some of the 
participants were clearly misguided by their own assumptions; and this may be 
largely due to a lack of communication on the SARS website and other 
publications. 
 
 
4.4 Reasons for not applying to SARS  
 
In this measure, those who answered ‗I might apply‘ or ‗No‘ in 4.5 above, were 
given an opportunity to select as many alternatives as possible, and explaining 
why they said so.  Whether it is true or not, many reasons were identified by 
students for not applying to SARS. These can serve as early warning signs for 
the SARS graduate recruitment programme. Looking at the overall picture, there 
are many gaps that need to be filled to complete what SARS wishes to 
communicate to the students.  Some obvious gaps are that SARS website is not 
up-to-date, and does not give sufficient and precise information regarding who 
qualifies for the programme.  From students‘ feedback, it is a matter of urgency to 
adjust the current communication methods and strategy. If students feel that they 
need relevant working experience in order to apply, but this is in actual fact not 
the case, the message needs to be corrected to contradict the false perception. 
In this way, SARS would be able to attract more and better students to apply for 
employment. 
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Looking at the overall picture, there is a variety of reasons for students not 
applying to SARS.  The top three reasons being: firstly, students feel they do not 
have sufficient work experience to work for SARS (average 51%); secondly, 
students shy away from applying because their academic performance has not 
been excellent at tertiary level; and this counts for 24% on average; and thirdly, 
they ―think‖ SARS is not recruiting graduates at the time they want to apply for a 
job. Both male and female students seem to share the same perception on this 
measure. In addition, looking at the ethnic breakdown, across all racial groups, 
the same message comes across; the same reasons appear repeatedly. 
However, when looking at results for the discipline breakdown, the picture 
changes. It seems that for engineering and science students, they are more 
concerned about not having the right area of study than of not having adequate 
work experience. Their perception tells them that SARS does not recruit 
engineering or science students in general. 
 
Graph 4.7:  Reasons for not applying to SARS – by gender 
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4.5 Career goals 
 
Students were asked what they hope to achieve in their future careers.  They 
were offered nine alternatives, from which they had to prioritise three.  
 
Table 4.7:  Top 5 career goals results  
Top 5 career goals Average 
To be a leader or manager of people 57% 
To be secure or stable in my job 39% 
To be competitively or intellectually challenged 30% 
To have work / life balance 29% 
To be entrepreneurial or creative 28% 
 
The overall picture that students are portraying here is twofold: Firstly, it shows 
that when they are forced to rank their career goals, they value certain aspects 
more than others.  They may have chosen only the three most important ones, 
but this does not mean that all the other ones are not important.  Secondly, the 
young people of today are extremely confident, ambitious and career-driven. 
They are aware of what they want in the workplace and they are not shy to tell 
others about it.  They are willing to be committed and hold nothing back to deliver 
– but in return, they will need and sometimes may demand genuine appreciation 
by the employer.   
 
Genuine appreciation can be in the form of development or promotional 
opportunities, flexible working hours or work/life balance. The bottom line is they 
want to be treated and recognised as future leaders or managers in the company.  
It may seem premature for young students to talk about ―career goals‖; but 
nevertheless, this is a critical question for students and fresh graduates, as they 
embark on their journey of an adult working life.  Students who completed the 
survey will get a sense of what is to come; and perhaps, this would force them to 
think seriously about their future in relation to their studies. 
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Looking at their choices, for both male and female students, their number-one 
priority is to be a leader or manager of people at work. These priorities scored 57% 
and 49% respectively.  Both ranked number one in their decision-making. This 
result echoes a point made in the literature review emphasising the fact that Gen 
Y students are extremely ambitious and entrepreneurial in their approach to their 
jobs. They know what they want and they are out there to get it.  Not surprisingly, 
in times of economic downturn, when making their career choices, both male and 
female students consider and prioritise their need to work for a company that can 
offer them a secure and stable job; these priorities scored 39% and 32% 
respectively.   
 
To be successful in both professional and family life requires a lot of hard work 
and thoughtful planning.  The result shows that female respondents would care 
and focus more on finding a job which allows them the opportunity to build a 
balanced healthy lifestyle.  They would rank work-life balance (35%) over job 
security (32%).  Looking at the ethnic group breakdown, the top three career 
goals chosen by different ethnic groups show the same trend as the male and 
female breakdown. ―To be a leader or manager of people‖ is still ranked as the 
number-one career goal. Job security and work/life balance take second and 
third places. 
 
The discipline breakdown shows that for the ―Commerce‖ discipline, which 
includes B.Com Accounting, MBA, Charted Accountancy students and  the like, 
once again, by the very nature of their subject choices, more of them want to be 
the ―leaders of the pack‖. This priority scored 59%, the highest amongst all four 
disciplines.  Similarly, more commerce students want to have a career overseas 
than the other three disciplines.  Sharing the second place, job security and 
work/life balance are more or less equally important for all students across all 
four disciplines.  Although students were not yet working to earn a living, they are 
feeling the pinch of the global economic downturn.  Since the recession started in 
most developed countries in late 2007, companies that can offer ―better‖ job 
security are ―benefiting‖ in terms of getting more ―quality‖ candidates applying to 
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their companies.  Results on career goals by province indicate that Gauteng 
students, when compared with other students in other provinces show that they 
want to be a leader or a manager of people in their future jobs. The other two 
career goals, namely: ―to be entrepreneurial or creative‖; and ―to have an 
international career‖, also ranked the highest for Gauteng students in contrast 
with other students in other regions. 
 
 
4.6 SARS natural competitors 
 
By definition, healthy competitions are good for everyone because they promote 
better quality and higher standards over time.  In this research, a significant effort 
has been made to establish which firms are ―perceived‖ by students to be the 
best or the ideal employers in South Africa.  Indirectly, this involves 130 most 
active employers in the country competing with each other for top talent.  One 
way or another, every company tries to attract the best candidates to fill their 
talent pipeline and, therefore, it is logical to say that the ―war for talent‖ will 
always be there whether one likes it or not.  This inevitability is definitely 
necessary in a country like South Africa because it faces serious competition in 
losing top talent to the first-world countries. 
 
The survey as a whole is a ―benchmarking‖ exercise for SARS – to review its 
current recruitment practices. Although the competition is based on just 
commerce students‘ perceptions, it nevertheless gives clear guidance on how to 
improve its current practice, in terms of goal-setting, overall recruitment and 
communication strategy for the better.  SARS has done very well in terms of the 
overall ranking in 2009, but there is still a lot of misunderstanding and 
misalignment in students‘ understanding and perception of SARS.  The road to 
success is never-ending; it requires continuous innovation and learning.  
Applying Darwin‘s principles of evolution, SARS needs to learn, relearn and 
unlearn new ―tricks‖ and adapt to ‗rapid‘ changes in the environment.  Healthy 
competition is a catalyst for business prosperity.  Looking at SARS and its natural 
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recruitment competitors, all of them are voted within the top 20 category.  Each 
company is unique and its uniqueness sets it apart from all the other competitors.  
This EVP differentiation is critical for this research, because when comparisons 
are made between SARS and other companies, all of their competitive strengths 
and comparative weaknesses can be identified. Independent survey results serve 
as a proof of the perceptions that exist in students‘ and graduates‘ minds.  
 
ABSA has been ranked by Magnet Survey as the number-one ideal employer in 
South Africa, for the last four years in a row – since 2005. Looking at their 
competitive advantages and qualities that make them stand out from the rest, 
they are perceived by students as a company that offers a good work-life balance, 
overseas travel and work opportunities, competitive benefits and leadership 
opportunities. Students also associate ABSA with prestige and market success.  
In terms of market presence, ABSA has the widest footprint in South Africa, when 
comparing it with its competitors. In addition, it is listed on the JSE Limited and 
represents one of South Africa's largest financial services groups.  Being a 
subsidiary of Barclays Bank PLC, ABSA also has extensive international 
presence in Europe, the Americas, Africa and Asia. This is an attractive element 
that appeals to many graduates who wish to work and travel overseas. Today, 
Absa is a household name and amongst the many accolades, it was rated as the 
top banking brand and coolest banking brand in South Africa five years in a row.   
 
Looking at ABSA‘s branding strategy, the pay-off line ‗Today, Tomorrow, 
Together‘ is a reflection of their brand image and values, reinforcing the concept 
of ‗togetherness‘ and the formation of lasting relationships (ABSA home page). 
Its ranking, as the market leader reflects the solidarity of the brand, as well as the 
commitment by Absa to its customers, employees and other stakeholders.  ABSA 
has also invested a significant amount of time and resources to keep its website 
interesting, relevant and simple to use.  Currently, SARS‘s website is not 
maintained regularly, and this is an area where it needs to really improve its 
image and service.  Following from the discussion above, SARS‘s other key 
competitors, the Big Four accounting firms, KPMG, Deloitte and PWC; they 
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represent the big giants in the professional services industry, offering mainly 
auditing, tax and advisory services.  They are the biggest ―takers‖ of commerce 
graduates in South Africa.  According to SAGRA report, more than 80% of the 
qualifying accounting students apply to one of the ―Big Four‖ accounting firms for 
their article training.  From the survey results, KPMG, Deloitte and PwC 
collectively share similar qualities that appeal to South African students. Students 
associate the ―Big Four‖ accounting firms with prestige, market success and 
financial strength. They also perceive them to be companies that recruit the best 
students, provide international experience and offer exciting products and 
services.  Once again, one of the key attraction points for the ―Big Four‖ 
accountancy firms is their global presence.   
 
Both local and international operations can offer students with extensive 
interactions with many big companies through a wide range of audit, tax and 
advisory services.  From the branding and recruitment perspective, all three of 
them engage with students as early as from high school level offering candidates 
with full study bursaries from year one.  Very often, most of the top students are 
signed up with the ―Big Four‖ at the university level and this success is attributed 
to their long term recruitment strategy – invest and nurture talent from day one 
and builds a loyal talent pool.  Currently, SARS does not offer any bursaries or 
learnerships to students; and therefore, the survey results show that the majority 
of students do not think SARS recruits the best students.  This is a very serious 
matter and SARS needs to change this negative perception by expanding its 
current recruitment practices to ensure better attraction and retention of top 
students from high school level on.   
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Table 4.8:  Summary of three leading accountancy firms 
 Deloitte PWC KPMG 
Founded in 1845 1849 1877 
Headquarter New York, USA London, UK 
Amstelveen, 
Netherlands 
Employees & 
coverage 
170 000 
employees in 
150 countries 
163 000 employees 
in 151 countries 
146 000 employees 
in 146 countries 
Main services 
Audit, Tax, 
Consulting, 
Enterprise 
Risks, financial 
advisory 
Assurance, Tax 
advisory, Consulting, 
financial advisory, 
Actuarial & legal 
Audit, Tax & 
Advisory 
Achievements 
Deloitte has 
consistently 
being rated by 
Fortune as one 
of their "100 
Best Companies 
To Work For". 
 
In the UK, PwC has 
been voted number 
one in the Times: the 
Top 100 Graduate 
Employers for 7 
consecutive years. 
KPMG was ranked 
2nd place on 
Universum‘s 2010 
index of ―The 
World‘s Most 
Attractive 
Employers.‖ 
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4.7     Salary expectations 
 
Participants were asked what they expected the annual salary before tax would 
be.  Here, below, are the results: 
 
Table 4.9:  Salary expectations results – gender breakdown 
Salary range (Annual package) Male Female 
R 100 000 – R 199 999 30% 32% 
R 200 000 – R 299 999 17% 18% 
R 300 000 – R 399 999 11% 13% 
R 400 000 – R 499 999 7% 8% 
R  500 000 – R 599 999 4% 3% 
 
Table 4.10:  Salary expectations results – discipline breakdown 
Reasons for not applying to SARS Commerce  Engineering  Science  HR & Law  
R 100 000 – R 199 999 33% 31% 30% 36% 
R 200 000 – R 299 999 15% 18% 16% 14% 
R 300 000 – R 399 999 13% 18% 12% 10% 
R 400 000 – R 499 999 8% 6% 7% 5% 
R  500 000 – R 599 999 4% 4% 2% 2% 
 
Table 4.11:  Salary expectations results – SARS vs. natural competitors  
Company Salary Expectation  
South African Revenue Service (SARS) - parastatal R 208 631 
South African Reserve Bank (SARB) – parastatal R 242 173 
KPMG (Auditing firm) – private R 237 305 
ABSA (Private bank) – private R 237 002 
Deloitte (Auditing firm) – Private R 221 659 
PWC (Auditing firm) - Private R 220 663 
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More than 50% of the19 950 students want to start their first job with a bang. 
They expect very high future earnings, as well as rapid promotional opportunities. 
Informal interviews were conducted to find out why so many students feel money 
is so important; 65% of them indicated that due to the increase in the today‘s cost 
of living, they need to look for a decent package so that they can survive on their 
own – without asking their parents for money. Thus, they want to become 
financially independent as soon as possible.  However, when they were asked to 
justify the amounts they asked, only 25% of them could give a detailed 
breakdown of their monthly expenses.  There is a strong indication that many 
students do not really know how much they will actually need when they are 
living on their own.  Based on the SAGRA Graduate Recruitment Survey of 2009, 
the average starting salary for fresh graduates across the board averages R 115 
000 a year before tax.  This means that, in reality, only about a third of the 
students will get what they expect from their employers. 
 
Survey results indicate that students have very high expectations of their future 
earnings.  On average, 31% of both male and female students expect to earn 
between R 100 000 to R 199 999 a year, which is about R 8333 to R 16666 
before tax, a month.  A total of 18% of students expect to earn R 200 000 to R 
299 999; while 12% of them expect to be earning R 300 000 to R 399 999.  
Looking at the results by ethnic groups, from R 200 000 to R 399 999, white, 
Indian and Asian students have higher salary expectations than African and 
coloured students.  Looking at the results by areas of study, commerce, law and 
HR students are more ―realistic‖ about their future salaries, whereas engineering 
and science students believe they are worth more once they graduate. Perhaps 
this is a reflection of the demand and supply in the job market.    
 
In terms of university enrolment, only a small percentage of the entire student 
population is studying to become engineers and scientists.  According to the 
SAGRA survey 2009, many of these students will leave South Africa once they 
have graduated.  Companies should be willing to pay much more for scarce skills 
if they wish to attract and retain talent.  When looking at the overall salary 
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expectations, students expect to earn R 208 000 a year at SARS as a graduate 
trainee.  This is the lowest when compared with SARB (R 242 000), KPMG 
(R237 000), ABSA (R237 000), Deloitte (R 221 000) and PWC (R 220 000). 
 
4.8 Employer of choice ranking in 2009  
 
For the purpose of this report, the writer has chosen commerce students, in 
particular, for this unique measure.  Commerce students represent the biggest 
portion of annual recruits for the SARS Graduate Recruitment Programme.  They 
also represent 53% of the sample pool.  All commerce students were given a list 
of the most active employers in South Africa; and from which they were asked to 
choose as many alternatives as are applicable to them; and to which companies 
would they consider working in the future after graduation.  Below are the top 10 
companies that were voted by 10 620 participants as their potential ―ideal 
employers‖ in the future: 
 
Table 4.12:  Employer of choice ranking results – 2009 
Ranking Company Percentage (%) 
1 ABSA 21.25% 
2 KPMG 17.75% 
3 South African Reserve Bank (SARB) 15.15% 
4 South African Revenue Service (SARS) 14.32% 
5 Deloitte 12.25% 
6 Eskom 12.10% 
7 SABC 11.20% 
8 Sasol 10.66% 
9 PWC 10.53% 
10 Coca-Cola 10.52% 
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This is the overall indicator of how SARS is perceived by students and graduates 
out there in the job market. A total of 19 950 students across all four disciplines 
nationwide have voiced their opinions based on their perceptions; and SARS was 
ranked number four out of 130 most active and attractive companies in the 
country.  From the top 10 list below, ABSA, one of the leading banks in South 
Africa, has taken the crown for the past four years; this is followed by one of the 
big four auditing firms, KPMG, with 17.75% of the students‘ votes.   
 
South African Reserve Bank and SARS took third and fourth place respectively.   
Interestingly, they are only 0.83% apart. This serves to show how competitive the 
graduate recruitment environment is for top talent.  Based on the results of this 
extensive independent survey, the underlying message here is very clear. This is 
that although none of the respondents have worked a day in SARS, many of 
them have applied or would like to work for SARS one day; and this is a very 
healthy and positive situation for SARS in general. SARS being in the public 
sector space have achieved many milestones and have been regarded as one of 
the most efficient parastatals in South Africa.  
 
The general public have seen SARS‘s transformation, experienced its dedication, 
and accepted its purpose and function in society.  Without question, this positive 
reputation is a key contributor to SARS‘s overall popularity amongst young 
students and graduates.  In times of economic downturn, the high ranking for 
SARS may imply that some of the top candidates out there in the job market 
would consider applying to SARS first, before going to interviews with any of the 
other big names in the private sector.  For the survey to be independent and 
objective, participants were reminded that companies do not pay to be included 
in the list; furthermore, companies or organisations cannot decide themselves 
whether to be included in the list or not. Therefore, the list of 130 companies in 
the survey is a representative sample of the most active employers in South 
Africa – based on extensive research by Magnet Communications.   
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4.9   Conclusion 
To a large extent, the survey results set out in chapter four provide the reader 
with a clear picture of what graduates regard as important drivers of employer 
attractiveness; furthermore it also gives the reader an overview of how SARS 
compares with its natural recruitment competitors, such as SARB, ABSA, KPMG, 
Deloitte and PWC in terms of each attribute of employer attractiveness.  
 
A company‘s brand is its promise to its customers; some may argue that it is 
perception-based and may not always represent the actual. Of course, the 
argument is valid but at least a good brand represents one very positive aspect 
that the company is doing something right.  From the survey results, it is evident 
that the young generation regards SARS very highly - SARS ranked number four 
amongst 120 top active recruiters on campuses.  However, a great brand comes 
with great responsibility; being a market leader in the public domain, SARS as a 
brand and as parastatal has many responsibilities to uphold – one of them is to 
improve and maintain public confidence in public services / government by 
providing quality service to its customers.   
 
It is worth mentioning here that contrary to the common stereotyping of 
―government‖ departments being inefficient and indifferent, SARS is certainly 
making a big difference in changing that negative perception.  From all the 
awards that SARS has been receiving year after year of being the best parastatal 
in the country with service excellence, it has set a very good standard for other 
parastatals and government departments to ―benchmark‖. 
 
In terms of the competition analysis, or called it the SWOT analysis, when SARS 
was compared with major auditing firms and banks who are in direct competition 
with SARS in the recruitment space, SARS seems to fall short in terms of 
providing ―exposure‖ opportunities for young students.  Due to security reasons, 
SARS does not offer students holiday jobs or short term internships that would 
give participants a sense of what SARS is all about.  Based on the survey results 
which indicated that in general, students or graduates would love to spend a 
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month or two working for a future employer as a trial to gain an overall picture of 
the company before making the final decision.  This is a very positive thing 
because it shows the maturity in student‘s decision making process.  Therefore, 
as a new strategy going forward, SARS needs to consider offering candidates 
experiential contact which will assist students to gain personal experience in 
terms of SARS‘s culture, work environment, people dynamics and skills required. 
This is definitely win-win as better engagement will result in better attraction.   
 
Furthermore, from the survey summaries, it gives the reader a sense of direction.  
Organizations for the future need to understand more effectively and respond to 
individual expectations from work.  The challenge is to project and enable the key 
motivators of responsibility, achievement and feelings of self worth, to become 
common currency throughout the organisation rather than the preserve of the 
minority, accomplished in an environment where managers build productive 
relationships with all employees.  In short, the ability of organizations to empower 
individuals at work will be an essential ingredient of success for the remainder of 
this century and beyond. 
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CHAPTER 5 
ANALYSIS OF FOCUS GROUP DISCUSSIONS 
 
‘Coming together is a beginning; keeping together is progress; 
working together is success.’ 
 
                                                                                                      - Henry Ford 
 
 Chapter five sets out systematically the summary results of the three questions 
posed during focus-group discussions.  This addresses the ―experience‖ part of 
the research problem.  Together with the survey results, it gives the reader a 
complete picture of how SARS is perceived by students at universities, and how 
it is experienced by current SARS employees.  The combined results will form 
the basis on which SARS can build an attractive employee value proposition 
going forward which will be discussed in chapter six. 
 
 A total of 50 employees participated in the focus group discussions and the 
results are set out below.  A common construct was decided upon in terms of the 
analysis of the information from the six focus groups; and the votes to each 
construct were tallied – in order to rank the importance of each, as noted by all 
the groups.   The results of each focus group are tabled from Tables 5.1 to 5.3  
In terms of the results tabled below, the highest vote is ranked as the most 
important construct; the second highest vote as the second most important 
construct, and so on.  A total vote of zero indicates that the construct was raised 
in the focus group, but did not receive any votes, and was, therefore, ranked last 
in terms of its order of importance.  Finally, it should be noted that in some 
instances, constructs may be ranked the same in terms of their order of 
importance, as a result of a shared total vote. 
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 5.1 What should SARS start doing to improve its EVP? 
 
The following table shows the aggregate votes for each idea generated by the 50 
focus group participants.  It deals with what SARS should start doing to retain 
highly talented people in the organisation.  Looking at the total votes, ‗reviewing 
remuneration policy received 189 votes and is the highest concern amongst 
these SARS employees.  More details are discussed below. 
 
Table 5.1:  What should SARS start doing to retain highly talented employees? 
Rank Construct Vote 
1 Reviewing remuneration policy – start paying market-related salaries 189 
2 Improving succession planning – start being fair and transparent 103 
3 Recognising employees – both financial and non-financial 88 
4 Exposing employees to other functional areas – through job rotation 65 
5 Initiating culture change – modern, transparent, flexible 60 
6 Implementing flexible work practices - Macro instead of micro  45 
7 Pay for performance 36 
8 Identify and then treat talent differently 23 
9 Create a hard-to-leave strategy, i.e. crèches, gyms  22 
10 Understand generation differences, i.e. generations X and Y 15 
11 Training and development – the right stuff 13 
12 Effective support from leadership 12 
13 Management programmes that are practical and make use of skills 10 
14 Increase responsibility and accountability 9 
15 Improved and consistent application of HR policies and practices 8 
16 Focus on people versus costs and target 7 
16 Introduce more opportunities for growth 7 
17 Employee engagement 6 
18 Focusing on individuals versus the job – treat people differently 5 
18 Use the talent inside versus going outside 5 
18 Improved communication practices 5 
18 Getting rid of dead wood occupying talent-potential positions 5 
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19 
Providing necessary resources to do the job, i.e. laptops for grade 6 
and above to work after hours or from home 
4 
20 Retention of talent 3 
21 Trusting employees 2 
22 Unpacking and showing relevance of vision, mission and values 1 
22 Create a safe environment to work in 1 
22 Global knowledge sharing  1 
23 Managing at the right levels 0 
23 Matrix-reporting structures 0 
23 Networking – internal  / external 0 
23 Advertise for talent on TV 0 
23 
Psychometric testing  / career counseling for all employees and their 
children to identify potential to learn and develop 
0 
23 Increase organisational development resources 0 
23 
Increased communication with respect to performance appraisals, i.e. 
monthly meetings 
0 
23 Measuring leadership skills 0 
23 Offering bursaries for the children of SARS employees 0 
23 Putting a real focus on research and development 0 
23 Equal working environment for all SARS employees 0 
 
Review current remuneration policy 
It has often been said that perception is reality until proven otherwise.  In this 
instance, it is evident that the perception of the total sample is that SARS does 
not pay market- related salaries.  In fact, a carefully worded comment made by 
one of the participants in one of the focus groups was that ―SARS should pay 
talented employees with critical skills above the median of the market‖.  A similar 
comment in another group shared a similar sentiment, where the participant said, 
‗People are actively looking for jobs externally, because their skills are 
recognised and rewarded accordingly‘. What was interesting from the comments 
was that reference was not made to the ‗grade range‘ of the job, but rather to the 
‗salary range‘ used by SARS. The implication of this statement is that there is 
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clearly a belief that SARS is not paying market-related salaries; and if they are to 
retain highly talented people, then they need to revisit their remuneration policy 
and bridge the expectation gap.   
 
Assuming that this finding is factually correct and valid, it is widely supported by 
literature, but specifically by Byars and Rue (2000). They argue that job 
satisfaction is largely dependent upon the organisation‘s reward system, which is 
usually the pay. The implication of this is that if people do not feel they are being 
properly rewarded, their propensity to leave will increase. This is further 
supported by Grobler et al. (2002), where they acknowledge that there are many 
reasons for labour turnover; however, they note that if employees perceive that 
they are being treated unfairly from a compensation perspective, tension will 
result and their propensity to leave the organisation will definitely increase.  If 
employers are to retain great people, they should ensure their pay packages are 
competitive in the market – paying talented employees what they are worth. It 
may be inferred that not to do so would result in an increased labour turnover.  
As an urgent matter, SARS needs to treat this as a top-priority issue, and to 
make a serious effort to revisit its pay policy in order to retain highly talented 
people. 
 
Make succession planning transparent 
Although the participants acknowledged that succession planning is currently 
being conducted in the organisation, a significant improvement in the process 
was noted as the second most important construct.  It is perceived that 
participants feel the planning process does not work effectively and that it is too 
secretive. This is supported by a number of comments made during the group 
discussion, where participants felt that they do not know whether their services 
have been regarded as critical skills or not in the organisation. This implies that 
highly talented people in SARS often do not know where their next move will be; 
and little is being done to prepare them for the next position. These views are 
supported by Clutterbuck (2005), when he suggests that organisations that care 
about their pool of talent need to be proactive and have initiatives in place to 
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engage with them as early as possible – with a view to improving their employee 
retention.  Therefore, it may be concluded that a more transparent succession 
planning process where expectations are carefully managed would be the correct 
thing to do.  Furthermore, it has to deliver visible results otherwise it would 
probably be viewed as a paper exercise that merely frustrates all parties to the 
process. 
 
Recognize and reward employees 
Reward and recognition refer to all types of reward and recognition initiatives, 
including those that are both financial and non-financial. The literature supports 
the reward-and-recognition initiatives and practices as retention tools, where 
Harris and Brannick (1999) noted that the best practice for the retention of great 
people is rewarding employees with intangible benefits – in addition to and in 
conjunction – with typical competitive pay benefits.  It may be concluded that the 
implementation of non-financial rewards and recognition practices would go a 
long way in terms of retaining highly talented employees – where their 
contributions are recognised and appreciated.   It is, however, noted that in order 
for reward and recognition practices that are effective, the corporate culture 
needs to be visibly supportive of such practices. 
 
Create job rotation opportunities for more exposure 
From a functional perspective, the views of the participants were that there is little 
or no exposure for talented employees to learn and grow in a different business 
division or environment.  The widely held belief is that such exposure could quite 
easily be started and achieved in SARS, where it employs in excess for 15 000 
employees in 47 branches nationwide in a variety of disciplines. Beal (2005) 
notes that the implementation of talent-management practices, such as job 
rotation, stretch-work assignments and cross-functional movements, has proven 
to be successful in the retention of talented employees.  It is, consequently, 
concluded that such exposure is desirable when it has potential benefits to the 
organisation – where new and divergent views may be shared to improve the 
quality of decision-making. Furthermore, varied opportunities for growth are 
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supportive of an effective retention strategy. Should these opportunities not be 
forthcoming, yet desired by the talented employees in the organisation, the 
likelihood of them actively seeking these opportunities elsewhere increases; and 
consequently, the retention of these employees then becomes more problematic. 
 
Cultivate dynamic thinking culture 
Being a parastatal, by default, the culture of SARS is often regarded as being 
conservative and not open to fresh ideas.  The views of the participants are that 
highly talented people leave the organisation as a result of this, because they are 
typically dynamic and do not wish to be placed in a proverbial ‗rigid box‘, where 
strict rules of conduct would govern their day-to-day working life.  Although it was 
acknowledged in the focus group that the culture is showing signs of change in 
becoming more flexible and people-centred, the view was that significant 
improvement in this area is still necessary.  It is evident from the research results 
that in order to retain the right talented people, there should be a right fit between 
the individual employee and the organisation‘s corporate culture.   
 
This was supported by Harris and Brannick (1999), where they noted that the 
retention of highly talented employees would become increasingly difficult should 
there be a conflict between the individual employee and the organisation‘s 
corporate culture.  Furthermore, they specifically argue that if organisations are to 
retain great people, employees should be given a healthy degree of freedom 
within parameters – so that they may enjoy some degree of freedom together 
with responsibility.  Therefore, it may be concluded that more focus should be 
directed towards improving the corporate culture which allows for more 
individuality, innovation and flexibility – in order to retain highly talented 
employees. 
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Implement flexible work practice  
Given what has been described as a conservative corporate culture, work 
practices are fairly rigid in most instances, and often more so at the 
organisation‘s operational areas.  This issue is something that is demanding 
more attention, since predominantly knowledge workers demand flexibility, 
particularly in an age of advanced technology with the concept of virtual offices.  
In their description of generation X‘ers, Bova and Kroth (2001) point out those 
high expectations are currently held of generation X‘ers in particular – who are 
technologically literate.  It may be concluded that organisations ignore this issue 
to their own detriment.  Although SARS provides predominantly an administrative 
service to the public, flexible working arrangements could be implemented at little 
or no cost to the organisation.  This issue may go a long way in retaining highly 
talented employees, as it is increasingly moving from a request to a demand.  
Should the demand not be met, the employees, particularly the knowledge 
workers are likely to seek the desired work- practice flexibility elsewhere. 
 
Overall observation as the facilitator 
 
The six constructs already discussed identify the practices that the organisation 
should start doing to retain highly talented people.  In particular, it is interesting to 
note that there is a resounding call for the organisation‘s remuneration policy to 
be reviewed.  A total of 189 votes were recorded for this construct versus a total 
of 103 votes for the second highest construct, namely transparent and improved 
succession planning. It may, therefore, be concluded that these constructs, and 
in particular, the remuneration policy should be reviewed and marketed differently 
– so as to ensure that the implementation adds value to the retention of highly 
talented employees. 
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5.2 What should SARS stop doing to improve its EVP? 
 
 The results set out in Table 4.12 below indicate the responses of the total sample 
of 50 participants to the focus groups to the question of what SARS should stop 
doing so that they may improve their retention of highly talented people in the 
organisation.  In this instance, the highest total vote of 85 for unnecessary 
controls and bureaucracy, results in it being ranked as the most alarming issue 
by the total sample that SARS should stop doing, if they are to retain highly 
talented people.  More analysis will be discussed below: 
 
Table 5.2:  What should SARS stop doing to retain highly talent employees?   
Rank Rank Construct Vote 
1 Unnecessary controls / red tape / bureaucracy 85 
2 Tolerating non-performers and incompetent individuals 77 
3 Traditional and reactive management practices  66 
4 Ignoring talent – slow in addressing unhappy talent 58 
5 Treating everyone the same  50 
6 Being secretive 40 
7 Planning people‘s careers behind closed doors without talking to them 35 
8 Nepotism – appointing family members and friends 33 
9 Disregarding experienced and talented people in place of normal 
qualifications (preference for qualifications over experience) 
30 
10 Breaching policies and procedures 27 
11 Culture – conservative corporate culture 25 
12 Inequality of benefits between senior and other staff 24 
13 Culture regarding discipline and accountability 21 
13 Not trusting employees – dictating to people what to do 21 
15 Taking so long to appoint into critical or leadership positions 20 
15 Considering age, experience and recent promotions into salary and 
grade discussions 
20 
17 Appointing people who cannot do the job 15 
18 Bad / poor leadership – lack of accountability 14 
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19 Poor communication – too much is also no good 12 
20 Building silos – forcing people into the corner 10 
21 Hierarchical structures 9 
22 Focusing on cost 7 
23 Giving orders – start getting involved 6 
23 Inflexible working hours 6 
25 Paying increases on the bell curve 5 
25 Unrealistic budgeting 5 
25 Focusing outside – direct attention outside 3 
28 Over-working staff 3 
29 Talking and start acting, i.e. walk the talk 2 
29 Losing talented people 2 
31 Managers from blocking growth of their people for their own gain, i.e. 
not releasing them for growth opportunities 
1 
31 Measuring only hard objectives 1 
31 Paying little attention to training and development 1 
31 Turning high potentials studies down, due to budgets 1 
31 Unions having so much power 1 
31 Being short-term focused  1 
31 Making Head Office out as the key centre of attraction 1 
31 Outsourcing work that can be done by people internally 1 
31 Sacrificing people‘s development 1 
31 Thinking that people want to work for SARS forever 1 
31 Grading positions according to subjective views 1 
31 Talking about market-related salaries without back-up of what the 
market is, i.e. with which companies is SARS being compared? 
1 
31 Window-dressing for audits 1 
44 Ignoring the impact of the current economic situation 0 
44 Not listening to people 0 
44 Thinking that career development is only for management 0 
44 Abusing loyalty to get results 0 
44 Assuming that experience counts more than education 0 
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44 Being backward about travel re-imbursements 0 
44 Being complacent about individual needs 0 
44 Boundaries between regions and divisions 0 
44 Changing strategies 0 
44 Complicating things 0 
44 Creating a new policy when someone abuses the existing one 0 
44 Designing strategies that do not carry any accountability  0 
44 Egos and emotions in e-mails and meetings 0 
44 Hindering growth 0 
44 Imposing new policies before abolishing old ones 0 
44 Management‘s ambiguity on employees‘ job roles 0 
44 Managing through fear 0 
44 Mismatch of training versus the position 0 
44 Neglecting electronic opportunities 0 
44 Performance appraisals  0 
44 Prescribing to people how to solve problems 0 
44 Short-term thinking in terms of the development of people 0 
44 Too many initiatives: thereby, spreading people too thin 0 
44 Tying to develop everyone 0 
 
Stop bureaucracy and reduce red tape 
The overwhelming views of the focus groups resulted in the unnecessary controls 
/ red tape / bureaucracy construct being ranked number 1 in terms of what SARS 
should stop doing to retain highly talented people. This was not a surprise, given 
that it was a dominating theme in each focus group. It is a clear point of 
frustration; and many examples were cited, ranging from unnecessary reports to 
report-back meetings which add little value to the absence of decisiveness.  It is 
evident that these frustrations are closely linked with the corporate culture of the 
organisation.  Sigler (1999) noted that job satisfaction is one of the two key 
issues that will determine whether organisations succeed or fail in the retention of 
key staff.  As an observation, if the company does not desist from continuing to 
implement unnecessary bureaucratic processes and systems, the likelihood is 
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that talented employees will become less satisfied in their jobs and would 
become more likely to seek alternative employment that is free of such 
bureaucracy. 
 
Stop tolerating non-performance and incompetence  
It was noted from the focus groups that the organisation seeks to reward high 
performing individuals and the principle of performance-based pay is supported 
as a way of achieving this.  However, the criticism arising from the focus groups 
was that there is a lack of managerial courage when it comes to dealing with non-
performing and incompetent employees. Given this, the perception was that there 
is little difference between high, moderate and poor performing employees when 
interim and/or annual increases are affected.   This concern is supported by 
Smith and Rupp (2004), where they have concluded that employees deem it to 
be unfair when their counterparts are rewarded with the same or similar pay, 
when it is common knowledge that their performance is sub-standard.  
Furthermore, they noted the negative impact that this has on the retention of 
knowledge workers.  As an observation, if a performance-based pay system is to 
have credibility within the organisation, there should be meaningful differences 
between the rewarding of talented employees – so as to differentiate between 
desirable and non-desirable behaviour/performance.  In addition, it is inferred that 
highly talented people need to work alongside other highly talented people, and 
to demand differential treatment for under-performing or incompetent employees. 
 
Stop traditional and reactive management practice  
This construct includes issues raised by the focus groups such as: 
 One-size-fits-all thinking 
 Being conservative 
 Silo mentality in terms of performing work for other divisions or projects 
 Being rigid and inflexible with regard to general issues 
 Following versus leading, which is fuelled by being risk-averse 
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The details of this construct are not specifically covered by any of the literature 
that was discussed in Chapter 2; however, it may be concluded from the focus 
groups that highly talented employees desire working environment characterised 
by innovation, flexibility and ongoing challenges.  Should these needs not be met, 
the overwhelming likelihood is that these employees will seek such a working 
environment elsewhere, where these needs are more likely to be met.  It may be 
concluded that the younger generation experiences the corporate culture as 
being conservative, old-fashioned and restrictive – and it needs to change. 
 
Stop ignoring talent    
The perception of the focus groups is that the organisation typically waits for 
talented employees to submit their resignations before they attempt to establish 
the reasons for such a resignation. It is unfortunate that in some instances, SARS 
would give the employee a counter-offer for the sake of a last-minute retention 
strategy. The result is that the employee concerned has usually committed to 
another organisation with improved terms and conditions of employment. This 
often results in a bidding contest for the employee.  As an observation, if this is in 
fact the case, such action is counter-productive to the rest of the organisation, 
specifically for other highly talented employees who then view the securing of 
alternate employment as the fastest way of changing their reality, either internally 
or externally. Either the organisation changes its personal reality or it leaves for 
another organisation which can deliver the desired change. Berger and Berger 
(2004) define talented employees as those employees who represent a small 
percentage of the total workforce, and those which represent the core 
competencies of the business.   Having said that, the organisation needs to be 
appraised of their desire and frustrations at all times – so as to avoid being in a 
position where the talent within the organisation is unhappy. Any enquiries as to 
the reasons for such unhappiness are explored at the eleventh hour – for the 
sake of retention.  It should be noted that stay interviews are in fact conducted 
throughout the organisation to address the retention of highly talented employees; 
however, the results of such enquiries need to be resolved more speedily.  It is 
argued that this interview creates expectations of resolution to concerns and 
153 
 
frustrations identified, which may result in the talented employee leaving the 
organisation unless a speedy resolution occurs.  As an observation, there has to 
be a commitment in principle from senior management to be flexible, to treat 
people differently and to effect changes, where it makes sense to do so on issues 
arising from stay interviews.  A failure to do so renders these interviews as 
serving no valuable purpose whatsoever.  In addition, Westerman and 
Yamamura (2007) in their research noted that generations X and Y are impatient 
and highly mobile, the result of which is that if their working environment is not 
conducive to their needs and wants, they will simply leave the organisation.  
 
Stop treating everyone the same  
It has been said that to treat people fairly is to treat them differently. This is 
certainly what is being advocated by the focus groups in their call not to be 
treated the same as everyone else. The focus groups suggested that treating 
people the same is often a result of weak management, since they (the 
management) do not have the courage to treat people differently for a fear of 
setting precedents; and in some cases, they appear to be lacking the ability to 
have the tough conversations needed with poorly performing employees.  The 
easy way out is then to treat people the same or similarly.  An example from 
academic literature with regard to the effect of treating talented employees the 
same is the wide-scale dissatisfaction of these employees when awarded the 
same or similar percentage increases (as was discussed in Chapter 2). As an 
observation, failing to differentiate between highly talented and non-highly 
talented or under-performing employees would probably result in highly talented 
employees electing to work for an alternate organisation. 
 
Stop being secretive  
The construct entails the secrecy surrounding the issue of salary grade ranges 
and general business-related matters, especially when these issues are not 
discussed or shared openly and freely amongst the staff. It is suggested that the 
perception of secrecy breeds mistrust, particularly amongst employees who 
believe that either the organisation does not trust them with the information or the 
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organization is attempting to withhold the truth from them.  Neither of these 
scenarios is good for the retention of highly talented staff; and it may therefore, 
be concluded that a balance should be struck between issues that can be shared 
and those that cannot be shared.  This view was supported by Harris and 
Brannick (1999) when they noted that one of the best practices for retaining key 
people is that organisations should be frank, honest and pragmatic about both 
the positive and negative aspects of working for the company.  It may be 
concluded that if all salary-related information is withheld by a veil of secrecy, it 
fuels the perception that salaries are not market-related.  It should be noted that 
this matter was ranked as the 6th most important construct, implying that top 
talent believe that they have a right to this sort of information, and do not see the 
need for all the secrecy.  
 
Overall observation as the facilitator 
 
It is interesting to note that higher-than-anticipated levels of frustration were 
experienced by focus-group participants.  Furthermore, in many instances, there 
are the linkages that may be drawn between practices that should be stopped 
and those that should be started by the organization.  For instance, unnecessary 
controls/red tape/bureaucracy could be curtailed through the introduction of 
flexible work practices.   It may further be concluded that the majority of the 
constructs described in Table 5.4 could be curtailed or eliminated altogether, with 
relatively little effort and at minimum cost.  In so doing, the frustration levels could 
be significantly reduced, thereby assisting in the retention of this highly talented 
group of people. 
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5.3  What should SARS continue doing to improve its EVP? 
 
 The result set out in Table 5.3 below indicate the responses of the total sample of 
50 participants to the focus groups to the question of what SARS should continue 
doing so that they may improve their retention of highly talented people in the 
organisation.  In this instance, the highest total vote of 188 votes for continuing 
with training and development initiatives resulted in it being ranked as the most 
important issue by the total sample of what SARS should continue doing to retain 
highly talented people.   
  
 Table 5.3:  What should SARS continue doing to retain highly talented employees? 
Rank Construct vote 
1 Training and development, e.g. bursaries schemes 188 
2 Focus on people – protect its most valuable asset 87 
3 Talent-management programmes – pipeline development 78 
4 Culture change – modernising and flexibility 50 
5 Promotion of young / diverse people to senior or leadership positions 40 
6 Focusing on being the industry leader 39 
7 Social responsibility 33 
8 Keeping up with technology 30 
9 Communication 25 
10 Promoting leadership, as opposed to management 24 
11 Reducing HR policies 22 
12 Continue to have surveys regarding employees‘ feelings 21 
13 Focusing on being an industry leader 19 
14 Employee benefit 17 
15 Being a caring company in terms of individual safety and environment 16 
16 Engaging people 15 
17 Performance management 13 
18 Creating a competitive working environment 10 
19 Transparency around strategic efforts 7 
20 Rewarding long service – loyalty 5 
21 Succession planning 3 
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22 Uphold company values 2 
22 Open-door policy 2 
22 Appreciate innovation and creativity  2 
25 Reduction of policies 1 
25 Acquisition of talented people 1 
27 Mentorship programmes 0 
27 Research and development 0 
27 Marketing graduate training 0 
27 Exit strategy – ex employees should feel welcome back 0 
27 Freedom of speech 0 
 
Continue providing training and development 
It was widely acknowledged in the focus groups that training and development 
are taking place at various levels within the organisation. SARS offers training 
and development programmes that come in different forms from highly technical 
tax courses to soft-skills training like EQ management and communication skills.  
As such, this construct is ranked as the most important amongst many others. 
This finding is supported by Rothwell et al. (2005), where it is noted that the 
turnover of talent is likely to increase if there are inadequate career opportunities 
within an organisation.  This view is further supported by Cappelli (2008), where 
he argues that one of the most important tools available to any organisation in its 
pursuit to retain talent is that of employee development.  Training and 
development give opportunities to employees to advance their careers. This has 
a direct correlation with decreased labour turnover.  Therefore, SARS should 
continue with its training and development efforts, as part of its strategy to retain 
highly talented employees within the organisation. 
 
 
 
 
 
 
157 
 
Continue focusing on people‘s needs 
It was noted in the focus groups that, although there is a sense of frustration and 
dissatisfaction towards the organisation, in general, as the votes from the 
participants indicated, they felt that SARS does try to focus on its people. This 
focus has been applauded from all areas of the organisation, and was noted by 
the focus groups as an important strategy in terms of the retention of talent.  
Cappelli (2008) supports such a strategy, when he argues that effort needs to be 
spent matching employees with the business, so that they can identify with the 
organisation. Branham (2005) further explains that one of the reasons why talent 
leaves an organisation is that they do not feel valued and lose trust and 
confidence in the organisation.  When people issues go wrong, they generally go 
terribly wrong.  As an observation, focusing on the people aspect of the 
organisation is a sound business practice for many reasons, but particularly for 
productivity and the retention of talent. However, the momentum needs to be 
maintained through specific action plans, and aligned with the greater corporate 
culture and change initiatives. 
 
Continue expanding talent management programmes 
The organisation‘s talent-management programme was noted by the focus 
groups as an initiative that should continue since it serves as a retention strategy.  
Specifically, the perceptions of the talent-management programme include 
practices, such as succession planning, individual talent growth, building tools / 
programmes for employee development, and sponsorships of academic 
qualifications/programmes.  The literature pertaining to the implementation of 
successful succession planning, career growth and training and development 
was discussed in Chapter 2, where the overarching theme was that such 
practices need to be implemented correctly in order to add value in the pursuit of 
retaining talented employees in the organisation. 
 
Continue cultivating culture change 
The focus groups acknowledged that the corporate culture is currently changing, 
as a result of newly appointed senior leadership within the organization. This 
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construct practically involves a mental shift in the way things have traditionally 
been done, where greater emphasis is placed on issues such as trust, freedom 
with responsibility, tolerance of mistakes, general work practices and intra-
divisional teamwork and performance management.  The focus group 
participants acknowledged that such a culture shift is appropriate since it would 
assist in other retention-strategy initiatives.  As an observation, changing the 
corporate culture is a construct which should be pursued with passion – so as to 
effect meaningful changes. These could have many positive results, one of which 
is the improved retention of talent. 
 
Continue promoting people from within the organisation 
This construct acknowledged the achievements of establishing a more diverse 
workforce representative of the population of South Africa.  Specifically, it was 
acknowledged that younger people have recently been promoted into leadership 
positions and often do not have any ‗traditional‘ leadership background.  In 
addition, there was broad-based support for the appointment of female senior 
managers.  Although the literature in Chapter 2 does not specifically deal with 
diversity matters in terms of the retention of highly talented employees, it may be 
inferred that highly talented employees would enjoy greater job satisfaction from 
a diverse workforce, where varied ideas and thinking may be shared.  It may also 
be inferred that this construct has some alignment with that of a changing 
corporate culture – insofar as younger people, often from diverse backgrounds, 
are given larger portfolios, which historically would not have received any support 
from senior management. 
 
Continue focusing on being an industry leader 
The focus groups highlighted the point that highly talented employees want to be 
on a winning team and want to be associated with a company that makes a 
difference in society. SARS is renowned for its innovation and efficiency amongst 
all other government agencies in South Africa.  Through the focus groups, many 
participants expressed their sense of pride when this topic was discussed briefly.  
In addition, it was noted by the focus groups that SARS, being the only tax 
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administration entity, offers a high level of job security to its people.  As an 
observation, in times of economic downturn, if employees fear their job security, 
they are more likely to move at the first opportunity. Furthermore, well-run and 
adequately funded parastatals, like SARS, are likely to offer more training and 
development opportunities for their talented employees.  Although not discussed 
directly in the literature in Chapter 2, it is reasonable to mention that highly 
talented people want to work for highly successful organisations. 
 
Overall observation as the facilitator 
 
The organisation currently uses all of the identified constructs in one or other 
form.  It may, therefore, be concluded that the organisation should continue with 
these management practices – in order for them to yield improved value, and as 
a result, to improve the retention of highly talented employees. This requires a 
comprehensive marketing and communication drive, where the value of these 
management practices may be demonstrated more efficiently. 
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CHAPTER 6 
CONCLUSION & RECOMMENDATION 
 
Everything should be as simple as it is, but not simpler 
 
- Albert Einstein 
 
 
The overall purpose of this research is clear; it is to enhance organisations‘ 
awareness and ability to attract and retain talent through building a strategic EVP.  
Surveys were conducted, focus group discussions concluded, suggestions made, 
what now? 
 
 
6.1 To be or not to be 
 
Talent is currently one of the most overworked words in the management 
vocabulary.  Its manifestations are many and varied and can be identified and 
discovered in a whole range of diverse individuals, jobs and professions.  The 
typist who types a word perfect report, the waitress who greets customers with a 
warm friendly smile and provides excellent service again and again, or the project 
manager who brings a large complex project to completion on time, on budget 
with quality the constant or the chief executive who out of a whole range of 
strategic options selects the one that maximized long-term project and growth, 
are all examples of talent in action.  Based on the literature review, again and 
again it is noted that the ability of organizations to identify and select talent 
consistently is the key discriminator between success and mediocrity, yet the 
majority of management pay only lip service to the notion.  This is despite the fact 
that there is a clear correlation between company performance and the ability to 
recruit and retain talent.   
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As early as chapter one, the writer began intentionally with Darwin‘s famous 
notion of ‗survival of the most adaptable‘ principle emphasising the need for 
intentional adaptation, the key success factor for organisations to compete and 
prosper in today‘s environment.  Summary survey results from a large sample 
across South Africa unpacked what students and graduates in the job market 
expect from their future employers.  No rock science but much has been revealed 
about the characteristics of Gen X and Gen Y as well as the new trends that 
employers need to follow in order to attract the best of the best.  On this note, this 
empirical survey also adds a new perspective with regards to the gender and 
race differentiations for the different drivers of employer attractiveness.  This is 
important information as organizations need to understand the gender and racial 
likes and dislikes for better strategy formulation and implementation.  This will not 
only avoid fruitless promotional expenditures but also ensures an up-to-date 
employee value proposition is projected to the right target audience.   
 
Great minds think alike.  Collective wisdom can provide a direction for the 
necessary change.  Through proper and structured questioning and 
documentation of the focus group studies, it was such valuable experience 
learning about the real issues that are being felt by talented employees in the 
organization.  Their contribution was documented and summarized in the various 
steps on what to start, stop and continue doing to improve the retention rate of 
talented employees.  To this end, these suggestions also gave convincing 
evidence that employee engagement is directly affected by the perception and 
expectation of employees.  If their needs are not satisfied, they do not engage 
passionately and as a result, they either go into the survival mode doing the bare 
minimum or they leave the organization altogether.   
 
Once again, employee engagement for retention purposes has much to do with 
an organization‘s EVP.  It is human nature that once an employee starts working 
for an employer, he begins to compare what he was promised by the employer to 
what he is actually feeling and getting in return for his service; and if the gap is 
too wide, it can create doubts and imbalances and these negative feelings can 
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turn into an attitude.  Once it reaches the ‗attitude‘ level, it is only a matter of time 
that the employee considers applying his skills elsewhere.  Year on year, large 
organizations spend large sums of money to run climate surveys in an attempt to 
understand what their employees are feeling.  This is benchmark practice and it 
does show care and concern on the part of the employer to a certain degree but 
through the engagement and discussions with focus group participants, it is 
evident that if no solutions were provided on time to correct the problems and 
frustrations, the whole exercise is regarded as irrelevant and a waste of time.   
 
6.2 Get the basics right 
 
Chapter four summarizes the snapshot in time of what potential employees 
expect to get from future employers.  It focuses on the ‗attraction‘ part of talent 
management.  Chapter five summarizes the critical steps on how employers 
need to do to boost employee engagement and retain existing employees.  It 
focuses on the ‗retention‘ of highly talented employees in the organisation.    The 
two together completes the picture of how a company should attract and retain 
future and existing talent in the organization.  The key learning that has taken 
place from the triangulation is that ideally speaking, companies need to ‗walk 
their talk‘ in order to make it to the top.     
 
Based on the survey results in chapter four, much detail have been revealed 
regarding students‘ expectations and preferences when they choose who they 
would like to work for one day. In the pursuit of building a company that does 
what it says, some shortcomings were identified through a self-introspective 
process.  It is interesting to note that these apparent weaknesses identified by 
comparing the actual with the ideal are fundamental.  For too long, too many 
things are taken for granted and this is often the reason for committing simple 
mistakes.  This affords the writer to critically examine the very basics of the talent 
management practices and the graduate programme structures.  In so doing, 
identification and suggestion to correct the root issues are listed below: 
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Establish a branding campaign timeline and allocate accountability 
University career fairs and presentations are fixtures on their academic calendar.  
Every year, the starting and the closing dates are fairly predictable.  In order to 
align business operations to branding campaigns, this schedule has to be 
communicated to all affected business managers in advance so they can 
appreciate all the preparations required for each recruitment processes.  Their 
personal involvement in the planning phase will boost their passion and 
engagement which will result in better partnership with the recruitment team.  At 
the same time, hiring managers will share the workload and take full 
responsibility of their duties.  Again, this would improve employee engagement 
and work-flow transparency.  In the long run, it can create a win-win where the 
business recruit the most suitable candidates and HR meets its strategic target – 
ensuring a consist talent pipeline is maintained. 
 
Regular engagement with existing graduate trainees 
Different business units operate differently.  This implies that the minimum 
requirements for selecting graduates are different.  Requirements in terms of 
trainees‘ qualifications, work experience and behavioural competences need to 
be matched carefully so the business can invest their time and energy on the 
right pipeline.   The graduate recruitment team needs to play a more proactive 
role by conducting one-on-one feedback sessions with graduate trainees on a 
quarterly basis to find out if the alignment is correct.  This is currently done on a 
ad-hoc basis and invitation only.   
 
Regular engagement with coaches and mentors 
Quarterly feedback sessions with coaches and mentors are also necessary to 
find out if structured training programmes and performance reviews have been 
designed and effectively executed. Currently, these feedback sessions are not 
conducted consistently; therefore, it is recommended that more attention should 
be given to this critical part of recruitment.  Address the issues before it is too late. 
 
 
164 
 
Automation of response handling processes 
When reviewing the entire programme flow to identify key bottlenecks, one 
apparent issue was the respond handling process.  At the moment, SARS does 
not have an electronic application system, except for the adverts on the company 
website, everything is still done manually.  All applications arrive in paper 
envelops which are then opened and captured manually on a spreadsheet.  This 
cumbersome, time consuming process clearly is not the best way to go.  As 
noted in the survey results, students prefer to submit their CV‘s electronically.  
Current SARS practice is not aligned to the current trend in the market.  
Interested candidates may end up not applying because he needs to mail his 
application to SARS instead of submitting it on line.  An urgent need to automate 
the application system will improve response handling turnaround time and this 
will also free HR consults to focus on engaging with hiring managers more than 
capturing CV‘s manually.   A job half done is a job undone.  In order for the SARS 
to remain competitive in the job market as the employer of choice, it needs to 
make these necessary changes – getting the basics right! 
 
Upgrade and centralize talent management 
Looking at some of the shortcomings that SARS has currently, it is evident that 
with a more centralised planning approach, most of them could quite easily be 
avoided.  In its existing form, the SARS graduate recruitment programme is a 
decentralised function.  That is to say, the business divisions control their own 
budgets for new graduates and may issue a request for new trainees – as and 
when they need them.  This ad hoc set-up lacks focus and may create 
tremendous pressure on recruitment processes which are based on a fixed 
timeline.   In other words, when the branding campaigns start during career fairs 
nationwide from April to September, the exact numbers and types of graduates 
may still be unknown.  The graduate recruitment team then has no choice but to 
adopt the ―shotgun‖ approach by inviting all final year students and fresh 
graduates to apply to the programme, instead of focusing on individual students 
and graduates with specific skills and qualifications.  At the end of the day, SARS 
may appear ―popular‖ in terms of ranking, but the reality is that the quality of 
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applicants may not be desirable, and a lot time is wasted on processing 
―unwanted‖ CVs.   Having a decentralised approach has its merits and demerits.  
However, looking at the industry benchmark practice, more than 70% of 
employers in the private sector (ABSA, Standard Bank, VW, Deloitte, KPMG, 
PWC and many others) have adopted the centralised approach, whereby the 
head office controls and manages the entire budget end-to-end for the graduate 
programme. The funding will cover the graduates‘ salaries, training and 
development needs, hardware and software requirements, as well as ―bonuses‖ 
for exceptional performances. This approach would ensure that all business 
divisions that need graduates have proper resources in place before recruitment 
to accommodate the graduates in the future.   
 
6.3 Concentrate on the right target audience 
 
As the battle for top talent intensifies every year, a company‘s brand becomes 
more invaluable, it is the differentiator and status identifier.  Based on the survey 
results, SARS has done considerably well in terms of ―penetrating‖ the student 
market.  This is the direct result of adopting a ―shotgun‖ approach as mentioned 
in section 5.2 where SARS attends all career fairs as the budget allows and 
invites every possible student or graduate to apply to the programme.  This ‗one-
size-fits-all‘ approach has benefited SARS in terms of getting a wide exposure 
and intense campus presence; however, it has some shortcomings too. Firstly, it 
lacks direction; resources are used purely for branding and it is not easy to work 
out actual return on investment.  In addition, when the branding campaigns start 
in March every year, there is no clear indication on how many and what type of 
graduates are needed in each region.  Secondly, it creates an administrative 
nightmare when it comes to response handling; many applications received but a 
large percentage of the applicants do not meet the minimum requirements.  
Despite the apparent shortfall in the current branding practice, the survey 
indicated that the most preferred communication channels are career fairs, 
career websites, on-campus presentations, internships and company websites.  
So far, SARS has been making all the right choices in terms of promoting the 
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SARS brand.  With SARS ranked as number four most attractive employer in 
2009, the money spent on promotion is justifiable. The brand has been installed 
and the awareness entrenched.   
 
6.4 When perception meets reality 
 
The findings are based on the perceptions of the focus group participants. These 
employees are likely to base their future decisions on their reality, which is likely 
to be informed by their perceptions and not necessarily by the facts. This means 
that the organisation has to direct more focus towards marketing and/or 
improving certain management practices – so as to not only inform, but to 
demonstrate the value that these management practices can actually deliver.  In 
so doing, the incorrect perceptions are likely to be replaced by facts, and the 
positive results of these management practices should influence the retention of 
highly talented people more favourably.   
 
The findings of the research also suggest that there are management practices 
that the organisation should start, stop and continue – in order to retain highly 
talented people in the organisation.  What are of particular interest are the 
perceptions of the participants to the focus groups with respect to most of the 
constructs.  It is noted that the majority of their contributions specifically – in 
terms of what should be started and continued – in order to retain highly talented 
employees, are already current management practices in the organisation.  Thus, 
one of the key findings of this research is that it may be inferred that the 
organisation is either poor in the execution of its management practices; or 
alternatively, it is poor in the execution of its marketing and the delivery of results.   
 
Either way, highly talented people have their own views and perceptions in terms 
of the execution and delivery of these management practices; and it is clear from 
the research findings that they view them with suspicion and mistrust. It may be 
concluded that they accordingly act on these views and perceptions; and given 
the negative nature of such, they are more likely to leave the organisation at 
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some point, as they do not believe that their needs and interests are being 
adequately served.  As part of the research process, the focus group participants 
noted issues that the organisation should continue doing if it is to retain highly 
talented employees.  
 
It is noted that the contributions at this stage of the focus groups were somewhat 
limited, where the participants had to ‗dig deep‘ to think about matters that the 
organisation was doing well and which had a positive effect on the retention of 
highly talented people.  It may be inferred from this, that if people do not 
instinctively know the answer to such a question, then the management practices 
employed cannot be all that effective in terms of retaining talented people.  It is 
thus concluded that more emphasis and focus should be devoted to these 
management practices – if they are to have a positive effect on the retention of 
highly talented people. 
 
Given the findings of this research, it is recommended that the management 
practices currently being used by the organisation be critically and honestly 
reviewed by the human resource management team, so as to establish areas for 
improvement – in an attempt to match the needs of the highly talented 
employees with those of the organisation.  Once the indentified management 
practices have been reviewed, specific improvement interventions should be 
affected, so as to deliver the desired results for the employee and the employer.  
Furthermore, these reviewed management practices may then form part of an all-
encompassing employee value proposition (EVP).  The literature makes 
reference to the development of an employee value proposition, which is 
described by Cappelli (2008) as being found in an organisation which offers 
better terms and conditions of employment compared with the offerings of its 
competitors.  Adams et al. (2006) note that such a proposition should be 
perceived by the employment market as being of value.  They go on to suggest 
that when employees are able to identify with the EVP at a personal level, 
commitment – and ultimately the retention of those employees concerned is likely 
to increase.  
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It may be inferred from the above that the development of an EVP is likely to 
increase commitment to the organisation.  Should a highly talented employee 
consider leaving the organisation or be invited to join another organisation, the 
employee value proposition would certainly result in the employee seriously 
considering the option carefully, in view of the benefits they might receive through 
this proposition.  This would be particularly true when a highly talented employee 
is able to identify with the employee value proposition.  It is concluded that the 
development of an attractive employee value proposition, which would include 
the key management practices (in graph 6.1 below) completes the goal of this 
research, which was to identify management practices that should be used by the 
organisation in order for them to retain high-performing personnel. 
 
The model tabled below has been developed, based on the literature set out in 
Chapter two, and complemented by the findings of the research set out in 
Chapter five.  The model seeks to visually represent the key management 
practices that should be incorporated into the organisation‘s retention strategy – 
specifically, for the retention of highly talented people.  It is offered as part of a 
greater solution to addressing the high labour turnover of this group of people, 
regardless of their age.  A healthy degree of sensitivity should be given to the fact 
that different generations have different needs and desires, and that the younger 
generations perceive things differently.  One of the key findings from the focus 
groups was that many of the identified management practices currently exist 
already within the organisation.  However, these management practices are 
either under-utilized, poorly implemented, not viewed as a retention mechanism 
and/or are not adequately communicated.  The result is limited ‗value added‘ to 
the organisation as a method of retaining highly talented people.  It should be 
noted that one of the key components which will determine the success of the 
employee value proposition is the marketing and communication of the 
proposition.  There is little point in having some of the components of an 
employee-value proposition, when these components are not communicated to 
employees and/or leveraged by the organisation. 
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The objective is, therefore, to firstly identify the components of a suitable 
employee- value proposition with which the highly talented people in the 
organisation can identify at a personal level.  Once this has been done, the 
objective is to communicate and market the EVP, in such a way that it achieves 
the objective of retaining highly talented people.  In this way, their commitment to 
the organisation could be increased. This would, in turn, lessen their likelihood of 
leaving the business.   Given that the components of the EVP in the model below 
have been derived from the findings of this research, this employee-value 
proposition is specific to SARS. It presents a unique employment proposition 
which encompasses the culture, value and management practices for the highly 
talented people at SARS.   
 
The ongoing shortage of skills, particularly in South Africa, is likely to continue for 
the foreseeable future.  This means that organisations have to be better 
positioned relative to their competitors regarding the retention of their highly 
talented people. This research was conducted with the ‗perfect‘ sample: a group 
of employees identified by an organisation as being their highly talented people 
and/or future potential candidates for leadership positions.  This facilitated the 
ability to obtain detailed insight into the needs, perceptions, frustrations and 
desires of such highly talented people.  The results of this research, therefore, 
add value to an existing general employee-value proposition (EVP) body of 
knowledge.  The real benefit in this instance is that this body of knowledge is 
specific to highly talented employees; and could, consequently, have far-reaching 
positive implications for an organisation‘s retention of highly talented people. This 
research adds additional value, since it creates new knowledge in the field of 
retaining highly talented people.  Given this knowledge, organisations are well-
positioned to direct their focus and resources to specific management practices 
identified in this research which could assist them in retaining their highly talented 
people. 
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Graph 6.1:  Employee Value Proposition based on focus group results 
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6.5 Recommendations for further research 
 
Again and again, from the literature review and summary discussions, it is 
evident that in today‘s knowledge economy, how a company manages its human 
capital is really the only remaining source of enduring competitive advantage.  
Organisations need to come to understand and realize that creating, cultivating 
and managing knowledge employees is one of, if not the most critical issue 
facing them today.   
 
Practically speaking, this study has been limited to one organisation, SARS 
which operates in the public domain; therefore, it would be of great value to 
explore how other parastatals and government departments are doing in terms of 
building an EVP.  Do they have an EVP?  If they do, do their employees fully 
understand it?  On the same token, it would also be meaningful to run 
independent focus group studies with companies operating in the private sector 
to collect information about their employees‘ engagement level based on 
employees experience with their employers.   Further research could also be 
directed at establishing whether there are differences of perceptions between 
‗younger‘ and ‗older‘ groups of highly talented employees, given the extensive 
generation-theory literature on this matter.   
 
Actions speak lauder than words.  The writer believes that most important part of 
this research is in its implementation.  What good can come from research if they 
remain in the library?   Hopefully with persistence and effective communication, 
all the great ideas and suggestions generated from this dissertation will end up 
on the HR director‘s desk as a point of reference for making informed decisions – 
ideally speaking, if the EVP concept is entrenched in every government 
department and parastatal, their employees would be more engaged, their 
efficiency would be higher and as a result, more state resources can be 
redirected to social and economic development for South Africa.   
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APPENDIX 1:  QUESTIONNAIRE AND COVERING LETTER 
 
 
The Magnet Student Survey  
 
The South African Undergraduate Edition 2009  
Don’t miss this chance to influence your future career!  
The most successful and well-known companies throughout the world use the 
information from this, and similar surveys, to improve their work environments 
and recruitment strategies with you in mind.  
Tell us what you expect from the future and we‘ll make your voice heard!  
By giving us your opinions you stand in line to win one of ten Apple iPod MP3 
players, magazine subscriptions or gift vouchers for CD‘s, books, airtime and 
more! To enter into the draw, simply complete this questionnaire (including your 
cell phone number at the end). One entry per person only. The winners will be 
notified by phone.  
 
The Magnet Student Survey is independently conducted. No external bodies are 
sponsoring it.  
Your individual response is kept anonymous and confidential. We are only 
interested in the aggregated results.  
 
Survey results will be published in the media and on our website 
www.magnetcommunications.co.za 
 
You can also fill in the questionnaire online at: http://universumsurvey.com/sags  
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When you fill in the questionnaire please use a pen with black or blue ink, and mark the boxes as shown 
below. Please write in block capitals where applicable.  If you want to make a correction, please fill in the 
whole box (i.e. ) and mark the correct box with an X.  
 
 
 
02 What is your gender?  
  Female  
  Male  
 
03  What is your nationality?    
(01)    Congolese (Congo, Democratic Republic of the)  (08)       South African (South Africa)  
(02)  Malawian (Malawi)                                                                       (09)        Swazi (Swaziland)  
(03)     Mauritian (Mauritius)  (10)        Tanzanian (Tanzania)  
(04)  Mosotho (Lesotho)                                                                       (11)             Zambian (Zambia)  
(05)    Motswana (Botswana)  (12)        Zimbabwean (Zimbabwe)  
(06)     Mozambican (Mozambique)  
(07)    Namibian (Namibia)    
 
04 How would you classify your ethnic background?  
 
  
(01)     African / Black  (04)  White  
(02)    Coloured                                                                                                                 (05)    I don‘t wish to say  
(03)     Indian / Asian  (06)  Other (please specify below)  
 
05 What is the highest academic qualification you are currently pursuing?  
 
(01)   National Diploma  (06)    MBA  
(02)  Bacc. Technologiae                                                                          (07)  PhD  
(03)   Bachelors   08)    Other (please specify below)  
(04) Honours                                                                                             (09)  None  
(05)  Masters (non-MBA)    (10)  I have already received my degree  
 
06 When do you expect to graduate with this 
qualification?  
 
  
(01) 2009  (04)  2012  
(02) 2010                                                                                                (05)   2013  
(03) 2011  (06)  2014 or later  
 
 
MAIN AREA OF STUDY  
 
08 What is your main field of study? (Please select only one alternative)  
 
(01) Business / Commerce / Management  (05) Law  
(02) Engineering / Technology                                                                 (06) Health Care / Health Sciences  
(03) Sciences  (07) Other  
(04) Humanities / Liberal Arts  
01 What is your year of birth?                                                                                            19 __ __ 
191 
 
 
 
09 What is your major(s) / main area(s) of study? (Please select the alternatives that best match your major / area of 
study, according to your above chosen main field of study)  
 
Business, Commerce & Management Sciences  
 
(01) Accounting  (08) Insurance & Risk Management  
(02) Accounting (CA)                                                                                (09) Management  
(03) Administrative & Office Services  (10)  Marketing  
(04) Banking and Finance                                                                        (11) Personnel Management & Administration  
(05) Business Data Systems  (12)  Quantitative Methods  
(06) Entrepreneurship                                                                              (13) Other Commerce (please specify below)  
(07) Information Communications   
 
Engineering & Technology  
 
(14) Chemical Engineering & Technology  (19) Mechanical Engineering & Technology  
(15) Civil Engineering & Technology                                                        (20) Metallurgical Engineering & Technology  
(16) Computer Engineering & Technology  (21)  Mining Engineering & Technology  
(17) Electrical Engineering & Technology                                                (22) Other Engineering (please specify below)  
(18) Industrial Engineering & Technology   
 
Sciences  
 
(23) Actuarial Science  (26) Computer Science & Data Processing  
(24) Biological Sciences                                                                           (27) Mathematical Sciences  
(25) Chemistry / Geology / Physics  (28) Other Sciences (please specify below)  
 
Humanities & Liberal Arts  
 
(29) Arts, Visual & Performing  (34) Political Science  
(30) Education                                                                                          (35) Psychology  
(31) Economics  (36) Social Sciences & Social Studies  
(32) History                                                                                               (37) Other Humanities (please specify below)  
(33) Language, Linguistics & Literature   
 
Health Care & Health Sciences  
 
(38) Basic Health Care Sciences  (40) Other Health Sciences (please specify below)  
(39) Clinical Health Sciences  
 
 
 
 
 
 
 
 
 
 
 
 
192 
 
 
10  Which educational institution do you attend?    
(01)  Cape Peninsula University of Technology  (13)  Rhodes University  
(02)  University of Cape Town                                                              (14)  University of South Africa (UNISA)  
(03)  Central University of Technology  (15)  University of Stellenbosch  
(04)  Durban University of Technology                                                 (16)  Tshwane University of Technology  
(05)  University of Fort Hare  (17)  University of Venda  
(06)  University of the Free State                                                         (18)  Vaal University of Technology  
(07)  University of Johannesburg  (19)  Walter Sisulu University for Technology & Science  
(08)  University of KwaZulu Natal                                                         (20)  University of Western Cape  
(09)   University of Limpopo  (21)  University of Witwatersrand  
(10)  Nelson Mandela Metropolitan University                                     (22)  University of Zululand  
(11)  North West University  (23)  Mangosuthu University of Technology  
(12)  University of Pretoria (24)   
 
11 In which industries would you ideally like to work when choosing your first employer after graduation? (Please 
select a maximum of three alternatives)  
(01) Academic research  (27)  Hotel / restaurant / tourism / hospitality  
(02) Accounting (public)                                                                            (28) Insurance  
(03) Aerospace / defence   (29) Internet / e-Commerce  
(04) Agricultural                                                                                         (30) Investment banking  
(05) Airline / travel   (31) Investment management  
(06) Auditing / accounting / taxation (corporate)                                       (32) IT consulting  
(07) Automotive   (33) Legal services  
(08) Biotechnology                                                                                    (34) Management consulting  
(09) Chemical / petroleum   (35) Marketing / advertising  
(10) Commercial banking                                                                          (36) Metals  
(11) Computer hardware   (37) Mining  
(12) Computer software                                                                             (38) Network communications / data networking  
(13) Construction   (39) Non-profit  
(14) Consumer goods                                                                               (40) Pharmaceutical  
(15) Education / teaching   (41) Private banking  
(16) Electronics                                                                                         (42) Private equity  
(17) Energy / power   (43) Public Service  
(18) Engineering consulting                                                                       (44) Real estate  
(19) Engineering / manufacturing   (45) Retail / fashion / apparel  
(20) Entertainment / media / public relations                                            (46) Telecommunications  
(21) Environmental / conservation   (47) Transportation / distribution / logistics  
(22) Financial services                                                                              (48) Utilities  
(23) Food service   (49) Venture capital  
(24) Forestry / paper / pulp                                                                        (50) Does not matter  
(25) Government   
(26) Healthcare  
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12 In which department would you ideally want to work when choosing your first employment?  
(Please select a maxi-mum of three alternatives)  
(01) Sales  (09) Legal Department  
(02) Marketing                                                                                          (10) Logistics  
(03) Production  (11)  IT  
(04) Finance                                                                                              (12) PR and communication  
(05) Information Management  (13) Consulting  
(06) Research & Development                                                                 (14) Does not matter  
(07   Human resources  (15) Other (please specify below)  
(08) Purchasing  
 
13_a What is your current salary before taxes (including commission and bonus, excluding other benefits)? Firstly, 
choose whether you want to reply in monthly or annual salary terms:  
(01) • Monthly  
(02) • Annual  
13_b Secondly, select the amount in Rands 
 (Please give your answer in full numbers only, without symbols, dots or commas) 
 
 
 Rands  
 
14 Below is a list of 9 possible career goals.  Which are most important to you?  
(Please select a maximum of three alternatives)  
(01) To be a technical or functional expert  (06) To be dedicated to a cause or to feel that I am serving a greater good  
(02) To be a leader or manager of people                                                (07) To be competitively or intellectually challenged  
(03) To be autonomous or independent  (08) To have work / life balance  
(04) To be secure or stable in my job                                                       (09) To have an international career  
(05) To be entrepreneurial or creative / innovative   
 
DRIVERS OF EMPLOYER ATTRACTIVENSS 
Below are a number of questions around what you find attractive in your IDEAL™ Employer. Please answer the 
questions bearing in mind the employer(s) you would like to start working for after you complete your studies.  
 
 
PEOPLE AND CULTURE  
15 People and culture refer to the social environment and attributes of the workplace.  
(Please select a maximum of three alternatives) My IDEAL firm…  
(01) Offers a friendly work environment  (07)  Offers interaction with international clients and colleagues  
(02) Has leaders who will support my development                                 (08) Has a culture that supports equality between the sexes  
(03) Will enable me to have good work / life balance  (09)  Has a culture that celebrates diverse / multicultural employees  
(04) Offers a creative and dynamic work environment                             (10) Recruits only the best students  
(05) Has a culture that respects my individuality  (11)  Other (please specify below)  
(06) Offers a comfortable physical work environment  
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EMPLOYER REPUTATION AND IMAGE 
16 Employer reputation and image refers to the attributes of the employer as an organisation. (Please select a 
maximum of three alternatives) My IDEAL firm is associated with…  
(01) High ethical standards  (07) Fast-growing or entrepreneurial  
(02) High level of Corporate Social Responsibility                                   (08) Innovative products and services  
(03) Attractive / exciting products and services  (09) Good reputation  
(04) Inspiring top management                                                                (10) Prestige  
(05) Market success  (11) Other (please specify below)  
(06) Financial strength  
 
JOB CHARACTERISTICS  
17 Job characteristics refer to the content and demands of the job, including the learning opportunities provided by 
the job. (Please select a maximum of three alternatives) My ideal job offers...  
(01) Challenging work  (07) Flexible working conditions  
(02) A variety of assignments                                                                   (08) High levels of responsibility  
(03) Opportunities for international travel  (09) Professional training and development  
(04) Opportunities for re-location abroad                                                  (10) An attractive geographic location  
(05) Secure employment  (11) Other (please specify below)  
(06) Control over my working hours  
 
REMUNERATION AND ADVANCEMENT OPPORTUNITIES  
18. Remuneration and advancement opportunities refer to monetary compensation and other benefits, now and in 
the future. (Please select a maximum of three alternatives) My IDEAL job offers…  
(01) Good prospects for high future earnings  (07) Performance-related bonus  
(02) Good reference for future career                                                      (08) Leadership opportunities  
(03) Good possibilities for rapid promotion  (09) Clear path for advancement  
(04) Competitive base salary                                                                   (10) Sponsorship of future education  
(05) Competitive benefits  (11) Other (please specify below)  
(06) Overtime pay  
 
 
20 How would you prefer to gather information about potential employers? (Please select  three alternatives)  
(01) Acquaintances employed by the company / organisation  (15) Company videos  
(02) Advertisement in print media                                                            (16) Faculty/professors at my school/university  
(03) Advertisement in career-related student publications  (17) Fellow students  
(04) Advertisement on the Internet                                                           (18) Friends and family  
(05) Advertisement on TV  (19) Internships (1-2 years)  
(06) Business games / case competitions                                                (20) Media articles  
(07) Career Fairs / Career Expos  (21) Part time jobs  
(08) Career development/services department /                                      (22) Social networks / communities            
(09) Career websites  (23) Professional networks / communities  
(10) Case studies / workshops / lectures                                                 (24) Student organisations  
(11) On-campus company presentations  (25) Work placements  
(12) Company recruitment brochures                                                       (26) Don‘t know  
(13) Company sponsored events  (27) Other (please specify below)  
(14) Company visits / company events off-campus  
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POTENTIAL EMPLOYERS  
Note: This list is intended to be representative. Companies do not pay to be included.  
21_1 Below is a list of employers. Which of these employers would you consider working for? Please note that the 
selection of the companies / organisations listed below is based on extensive research on the most active employers in South Africa. 
Companies / organisations cannot decide themselves whether to be included in the list or not.  
(01) Absa  (45) Engen Petroleum  (89) Old Mutual  
(02) Absa Capital  (46) Ericsson  (90) PetroSA  
(03) Accenture  (47) Ernst & Young  (91) Pfizer Laboratories  
(04) Adams & Adams  (48) Eskom  (92) PKF (previously Fisher Hoffman PKF)  
(05) Alexander Forbes  (49) Exxaro  (93) PricewaterhouseCoopers  
(06) Allan Gray  (50) First National Bank  (94) Procter & Gamble South Africa  
(07) Anglo American  (51) GlaxoSmithKline South Africa  (95) Public Investment Corporation (PIC)  
(08) Anglo Coal  (52) Gold Fields  (96) Rand Merchant Bank (RMB)  
(09) Anglo Platinum  (53) Grant Thornton  (97) Rand Water  
(10) AngloGold Ashanti  (54) Grinaker-LTA  (98) Reckitt Benckiser  
(11) ArcelorMittal (formerly Mittal Steel)  (55) Group Five  (99) Rio Tinto  
(12) Aspen Pharmacare  (56) Harmony  (100)Routledge Modise Eversheds  
(13) Auditor-General  (57) Hatch South Africa  (101) SABC  
(14) Avusa (formerly Johnnic Communications)  (58) Hewlett-Packard South Africa  (102) Sanlam  
(15) Barloworld  (59) IBM South Africa  (103) SAP South Africa  
(16) BDO Spencer Steward  (60) Implats (formerly Impala Platinum)  (104) Sappi  
(17) BHP Billiton  (61) Industrial Development Corporation (IDC)  (105) Sasol  
(18) BMW South Africa  (62) Investec  (106) Shell Southern Africa  
(19) Bowman Gilfillan  (63) Johnson & Johnson  (107) Siemens Southern Africa  
(20) BP Southern Africa  (64) JP Morgan Chase Bank  (108) South African Airways (SAA)  
(21) British American Tobacco (BAT)  (65) KPMG  (109) South African Breweries (SAB)  
(22) Cadbury South Africa  (66) Kumba Iron Ore  (110) South African Reserve Bank (SARB)  
(23) Cell C  (67) LG Electronics South Africa  (111) South African Revenue Services   (Sars)  
(24) Chevron (formerly Caltex Oil SA)  (68) Liberty Life  (112) Standard Bank  
(25) Citigroup  (69) L‘Oréal  (113) Standard Chartered  
(26) City of Cape Town  (70) Mazars Moores Rowland  (114) Statistics South Africa  
(27) Clicks  (71) McKinsey & Company  (115) Telkom  
(28) Coca-Cola South Africa  (72) Media24  (116) Tiger Brands  
(29) CSIR  (73) Mercedez Benz SA (DaimlerChrysler SA)  (117) TOTAL  
(30) De Beers  (74) Metropolitan  (118) Toyota South Africa  
(31) Deloitte  (75) Microsoft South Africa  (119) Transnet  
(32) Denel  (76) Momentum  (120) UCS Software  
(33) Deneys Reitz  (77) Mondi  (121) Umgeni Water  
(34) Dept. of Agriculture, Fisheries & Forestry  (78) MTN  (122) Unilever  
(35) Department of International Relations &     
Cooperation (Foreign Affairs)  
(79) Murray & Roberts  (123) Virgin Active  
(36) Dept. of Rural Development & Land Affairs  (80) Mutual & Federal  (124) Vodacom  
(37) Department of Trade & Industry (DTI)  (81) National Prosecuting Authority (NPA)  (125) Volkswagen South Africa  
(38) Deutsche Bank  (82) National Treasury  (126) Volvo  
(39) Development Bank of SA  (83) Nedbank  (127) Webber Wentzel  
(40) Dimension Data  (84) Neotel  (128) Werksmans Attorneys  
(41) Discovery  (85) Nestlé South Africa  (129) WesBank  
(42) DLA Cliffe Dekker Hofmeyr (  (86) Network Healthcare (Netcare)  (130) Woolworths  
(43) Edcon  (87) Nissan South Africa   
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23 Have you or will you apply to these companies?  
     
(01) Yes, I have applied            
(02) Yes, I will apply            
(03) I might apply       
(04) No       
(05) I don‘t know       
 
 
IDEAL EMPLOYER IMAGE  
In this section, we would like to explore how you perceive the companies / organisations that you have selected as 
your IDEAL™ Employers.  
 
 
PEOPLE AND CULTURE  
People and culture refers to the social environment and attributes of the workplace, including for example, 
colleagues, unwritten rules and atmosphere.  
 
25 Which of the following attributes do you associate with each 
employer? (Please select as many alternatives as are applicable)     
(01)  Offers a friendly work environment                                                                        
(02) Has leaders who will support my development                                     
(03) Will enable me to have good work / life balance                                   
(04)  Offers a creative and dynamic work environment                                 
(05) Has a culture that respects my individuality                                          
(06)  Offers a comfortable physical work environment                                  
(07)  Offers interaction with international clients and colleagues                  
(08) Has a culture that supports equality between the sexes                        
(09) Has a culture that celebrates diverse / multicultural employees                              
(10) Recruits only the best students                                                                                
 
 
EMPLOYER REPUTATION AND IMAGE  
Employer reputation and image refers to the attributes of the employer as an organisation.  
 
27 Which of the following attributes do you associate with each employer?  
(Please select as many alternatives as are applicable)                                                                                                    
   
(01) High ethical standards                                                                                                         
(02) High level of Corporate Social Responsibility                                                                     
(03) Attractive / exciting products and services                                                                          
(04) Inspiring top management                                                                                                  
(05) Market success                                                                                                       
(06) Financial strength                                                                                                               
(07) Fast-growing or entrepreneurial                                                                               
(08) Innovative products and services                                                                                       
(09) Good reputation                                                                                                                  
(10) Prestige                                                                                                                               
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JOB CHARACTERISTICS  
This refers to the content and demands of the job, including the learning opportunities provided by the job  
 
29 Which of the following attributes do you associate with each employer? (Please 
select as many alternatives as are applicable)  
 
                                                                                                                                                                      (01) 1     (02) 2    (03) 3  (04) 4  (05) 5  
(01) Challenging work                                                                                                                       
(02) A variety of assignments                                                                                                           
(03) Opportunities for international travel                                                                                         
(04)  Opportunities for re-location abroad                                                                                        
(05) Secure employment                                                                                                                  
(06) Control over my working hours                                                                                                 
(07) Flexible working conditions                                                                                                       
(08) High level of responsibility                                                                                                        
(09) Professional training and development                                                                                     
(10) An attractive geographic location                                                                                              
 
REMUNERATION AND ADVANCEMENT OPPORTUNITIES  
This refers to opportunities refer to monetary compensation and other benefits, now and in the future.  
31 Which of the following attributes do you associate with each employer? (Please 
select as many alternatives as are applicable) 
 
                                                                                                                    (01) 1     (02) 2  (03) 3    (04) 4  (05) 5  
(01) Good prospects for high future earnings                                                                                            
(02) Good reference for future career                                                                                               
(03) Good possibilities for rapid promotion                                                                                       
(04) Competitive base salary                                                                                                            
(05) Competitive benefits                                                                                                                  
(06) Overtime pay                                                                                                                             
(07) Performance-related bonus                                                                                                       
(08) Leadership opportunities                                                                                                           
(09) Clear path for advancement                                                                                                      
(10) Sponsorship of future education                                                                                               
33 When a company/organisation presents itself via publications and advertisements, what kind of information 
would you prefer to receive? (Please select a maximum of three alternatives)  
(01) Career development opportunities  (13) Mentorship information  
(02) Employer history and future plans                                                    (14) Organisational structure  
(03) Company‘s financial results  (15) Products and services  
(04) Corporate culture and values                                                           (16) Profile of current employees  
(05) Current job openings  (17) Profile sought in prospective employees  
(06) Vacation programmes                                                                      (18) Recruitment process  
(07) Employee facts and figures  
           (average age, gender, ethnic representation etc.)  
(19) Salary and compensation package  
(08) Employee testimonials - How it is to work for the company             (20) Social responsibility  
(09) Environmental policies  (21) Thesis-writing opportunities  
(10) International career opportunities                                                     (22) Trainee / rotational programme details  
(11) Internships   
(12) Job descriptions and requirements  
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34 What publications do you read to learn about potential future employers? 
 (Please select as many alternatives as are applicable)  
(01) Beeld (Beeld Careers)  (12) GradX  
(02) Business Day                                                                                   (13) Job Mail  
(03) Die Burger  (14) Mail & Guardian  
(04) Cape Argus (Job Shop / Weekend Argus)                                       (15) Mercury (Jobfinder)  
(05) Cape Times (Career Times)  (16) Online Industry Trade Journals  
(06) Careers SA                                                                                       (17) Rapport  
(07) Citizen  (18) Sowetan  
(08) Daily News (Workplace)                                                                   (19) Sunday Times (Times Career)  
(09) Financial Mail  (20) The Star (Workplace)  
(10) Finweek                                                                                            (21) University career publications (e.g. recruitment handbooks)  
(11) FM Campus  (22) Other (please specify below)  
 
 
35 When you meet and interact with an employer at a careers’ fair, how important are the following 
aspects? (Please select one alternative for each row) Very important  Neutral Unimportant  
 
                                                                                                  Very 
                                                                                                Important               Important           Neutral        unimportant 
Not          
important 
at all  
(01) Face-to-face session with company representative(s)                    
(02) Exhibition stand                                                                               
(03) Informative material (e.g. recruitment brochures)                           
(04) Give-aways / promotional materials                                                
(05) Lucky draws / competitions                                                             
(06)  Collection of CV‘s                                                                           
(07) Breakfast and lunch seminars                                                         
(08) Representatives who have a long experience                                  
(09)  Representatives who are relatively newly employed                      
(10)  Representatives who have studied at my educational institution   
 
 
36 How do you perceive the following services offered by your Career Development/Services Department / Co-
operative Education unit?’ (Please select one alternative for each row) Yes, Yes to No, I don‘t Not agree some parts disagree 
know applicable  
                                                                                                              Yes             Yes to                 No              I don‘t                 Not 
                                                                                                            Agree         some degree      disagree         know            applicable 
 
I have used the university Careers Service to find work                               
experience and / or explore opportunities after graduation  
I have attended careers fairs and / or employer presentations     
on campus organised by the Careers Service                                             
 The Careers Service helped me to improve my CV / 
application forms, and covering letters                                                          
Information about career opportunities is easily accessible 
on the Careers Service website and within the  
Career Service information centre                                                                
(05) It is easy to find out about the range of services available at 
the Careers Service  
                                                                                                                                                    
 
If you have any comments or suggestions for improving this survey, please contact Natasa Meli, on 
natasa@magnetcomm.co.za.  
To find out more about the Magnet Surveys and Magnet Communications, please visit our website: 
www.magnetcommunications.co.za  
